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INTRODUCTION

The TownofActon retainedthe firm ofBennettAssociatesto performanevaluation
ofcurrent operationsand staffing levelsofthe Police and Fire Departmentsas well as
to analyzeits facility requirements. This study wascommissionedbythe Town at a
unique transitionaltime and opportunityfor change.The Town hastaken the
proactive stepofhavinga study conductedto help the currentFireChief and the new
Police Chief (who shouldbe appointedwithin the next severalmonths), the
managementteam,the Town’s TownManager andelectedandappointedofficials
understandtheir public safety administrative and policy optionsto meetimmediate
andlong-term needs.This study helpedto frame thesechoicesthrough:

• Thorough analysisof the useof existinEresources.An essentialobjective
for thisproject wasto assessthe efficiencyandeffectivenessofthe current
organization, operations,and servicesprovidedby the Police andFire
Departments. This objective wasdesignedto addressthe questionofwhether
the current departments provide an appropriate baseupon which to build
future public safetyservicesin the Town ofActon.

• Metbodolozy focusedon the broad input from staff in each department
The Project Teamutilized a varietyofdata collectionand interviewing
approachesto obtain data from managementand staff In addition,the project
teamutilizeda varietyofspecificanalyticalapproachesfor eachdepartment
andservicearea. The data collectionandanalyticalactivitiesincludedthe
following:

> At the beginningofthe study the project teaminterviewedtheTown
Manager, the AssistantTown Manager, the SchoolSuperintendent,the
Town Engineer,Public Works Director, the Building Inspectorand the
department headsofeachofthe departmentsincluded in the study.
The purposeoftheseinterviewswasto obtain an overviewofthe
operation ofeachdepartmentaswell asto quickly identi& areasof
concern.

> Additional interviews wereconductedwith supervisors,the headsof
both departmentunionsandotherstaffwith uniqueresponsibilities
within eachdepartment.Theseinterviewswerefocusedon gathering
data,anddevelopinga more detailedunderstandingofoperational
issueswithin eachdepartment.

> To understandpolicy issuesand alternatives,theprojectteam
interviewedmembersofthe Town’s Boardof SelectmenandFinance
Committee.

> Employeequestionnaireswere distributedto everyemployeein the
PoliceandFireDepartments.Theseconfidentialsurveyinstruments
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were returnedto the project team’soffice for summaryandreview.
The objectiveof theseinstrumentswasto developan understandingof
issuesand to give all employeesan opportunityto providefeedback.

> In order to assessthe operationalstrengthsand improvement
opportunitiesfor eachdepartment,the projectteamdevelopeda setof
performancemeasurescalled“bestManagementpractices”against
whichto evaluatecurrentservices,workloads,staffingand service
levelsin the Town ofActon.

• Providing the tools to assesscurrent and future public safetyneeds.The
projectteamhasutilized anumberof methodologiesandapproachesto,
evaluateservicealternativesrelatingto operations.Becausethe characteristics
ofactualservicedemandsmay be somewhatdifferentthancanbe foreseenat
this point, the Police and Fire Departmentsneedthe tools to recreatethis
analysis.

• Analyzing managementsystemsand organizational issues.Becausethis
study was more than a staffing andoperationsstudy,the project team focused
on formal and informalmethodsofcommunicationsand managementwithin
both departments,approachesto interactingwith the community, policies and
procedures,and the like.

The report,which follows, summarizesthe resultsof threemonthsofdata collection and
analysis.TheseanalyticaleffortsprovideimplementationstepswhichthePolice andFire
Departmentsshouldfollow to addressthe improvement opportunitiesthatwill be
identified in thisreport.The valueofa formal studyeffortwas to ensurethat the current
staffing,facilities, and servicesareaseffectiveand efficient as possible,ratherthan
straight-liningfuturestaffingandfacilitiesbasedon currentservicedemandlevels.
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II. RESULTS OF THE EMPLOYEE SURVEY

The project teamconductedaconfidentialemployeesurveyasa critical partofthe
informationgathering for this study. The surveywasdeveloped,and distributedto all
permanentfull-time and part-timestaff in thePolice, andFire Departmentsat the
beginningofthe studyso thatresults could be usedin assistingin the analytical process.
Oncethe confidentialsurveyswere completedby employees,and returnedto the project
team’soffice they weretallied, andanalyzed.The project teamaskedrespondentsto
provide their input on a number of issuesrangingfrom internal communications,day to
daywork issues,and the direction in which the department is headed.While therewere
common questionsin all ofthe surveys,the project team alsodevelopedunique questions
directed at eachfunctional area, andthe uniqueissues,and characteristicsofthe police,
and fire functions.

The sections,which follow, provide a summaryofthe responsesto the survey questions.
Unlessotherwisenoted, the averageresponsesare on a scaleof 1 — 10 with 1
representing “strongly disagree”,and 10 representing“strongly agree” to a seriesof
statements.

1. OVERALL, THE EMPLOYEE SURVEY RESPONSERATE WAS
LESSTHAN 50%.
In total, 66 surveysweredisiributedto thestaffin thepolice,andfire departments.
There were 27 surveysreturnedto the projectteam’soffices for inclusion in the
results. In the experienceofthe project team, responserates are generally 50%or
greater. This overall responserate wasnot achievedin Acton, and is to a certain
extent symptomatic of larger personnelissuesthat exist in bothdepartments.The
points below summarizethe responserates for eachdepartment:

• PoliceDepartment — 30%
• Fire Department — 50%

2. A MAJORITY OF RESPONDENTSBELIEVE THAT 1’IIEW

DEPARTMENT PROVIDES A ifiGH LEVEL OF SERVICE.
The project teamaskedrespondentsto evaluatethe servicethattheir respective
department providesto its variouscustomers.With fewexceptionsstaffmembersin
both departments rated the overall provision ofservicevery highly. The points,
below, representthe total percentageresponseswhich were givena ratingof8
through 10 (the highestratings possiblein the survey):

• PoliceDepartment: 75%
• Fire Department: 74%

It is clear from the responsesthat staffviews the services,which theyprovide to the
community quite highly.
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3. AN OVERWHELMING MAJORITY OF RESPONDENTS
BELIEVE THAT THEIR DEPARTMENT RECEIVES SUPPORT
FROM RESIDENTSAND BUSINESSESIN ACTON.

An overwhelming majority ofrespondentsin bothdepartmentswaspositive aboutthe
level of support they receivefrom the public. The pointsbelowsummarizethe total of
responsesfrom 8 to 10 onthe scale:

• PoliceDepartment: 83%
• Fire Department:89%

4. TUE MAJORITY OF RESPONDENTSBELIEVE THAT
CUSTOMER SERVICE IS GWEN A ifiGH PRIORITY IN THEIR
DEPARTMENT.

Whenaskedaboutthelevel of emphasisplacedon providingcustomerservicein their
department,themajority ofrespondentsstatedthatcustomerservicewasa high
priority in theirdepartment.The leastpositive responsescamefrom the Fire
Department,althoughmorethanone-halfratedthis focushighly. Thetotal responses
from 8 to lOon the scalearelisted below.

• Police Department:75%
• Fire Department:63%

In reviewing the responsesto this question,it is interestingto notethatalthoughthe
proportion ofstaffgiving customerservicesa high ratingwas high,a significant
percentageofpersonnelin theFire Department(34%) felt stronglythatthe
department doesnot givehigh priority to customerservice.

5. RESPONDENTSWERE MIXED IN THEIR RESPONSETO
WHETHER THEIR DEPARTMENT DOES AN EFFECTIVE JOB
OF KEEPING THEM INFORMED ABOUT NEW ISSUES.

In general,respondentsdid notbelievethattheirdepartmentdid anadequatejob of
keepingthem informedaboutnewdevelopments,issues,andproblemswithin their
respectivedepartments. In the PoliceDepartment,50%ofthe respondentswere
neutral,and38%saidthatthedepartmentdidagoodjob. In theFireDepartment,
71% ofthe respondentsfelt that the department didapoorjob ofcommunicatingto
them. The responsesfrom 8 to 10 on the scalearelistedbelow:

Police Department:38%
Fire Department: 0%
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6. RESPONDENTSWERE MIXED IN THEIR RESPONSEAS TO
WHETHER THEIR DEPARTMENT DOESA GOOD JOB
UTIUZING TECHNOLOGY.

The projectteamaskedrespondentsto evaluatethe useof technologyin their
respectivedepartments.A majority ofthepolicerespondentsfelt thattheirdepartment
doesagoodjobutilizing technology,while a majority (68%) ofthe fire respondents
felt that theirdepartmentdoesapoorjob utilizing technology.The totals for
responsesfrom 8 to 10 onthe scalearelisted,below.

• PoliceDepartment:63%
• Fire Department:10%

7. STAFF MEMBERS IN BOTH DEPARTMENTS DO NOT
BELIEVE THAT THEY ARE EFFECT1VE AT SCHEDULING
AND PLANNING WORK.

Respondentsgenerally do not believethattheir departmentsaredoingan effectivejob
ofplanning andschedulingwork Again, the apparent exceptionto this wasthe Police
Department. In the Fire Department 63% of the respondentsfelt thatthe department
doesa poor job schedulingandplanning work The responsesfor eachdepartment
from 8 to lOon the scaleare listed, below:

• PoliceDepartment:38%
• Fire Department:5%

8. RESPONDENTSGENERALLY STATED THAT WHILE THEIR
WORKLOAD IS OCCASIONALLY HEAVY THEY CAN KEEP
UP WITH IT, AND COULD HANDLE MORE WORK WITHOUT
BEING OVERLOADED.

The project teamaskedrespondentsto evaluatetheir workload,and their ability to get
work done.An overwhelmingmajority ofrespondentsin both departmentsfelt that
they couldgetthework done. The responsesfor eachdepartmentarelistedbelow.

• PoliceDepartment:100%
• FireDepartment:72%

This responseis an important onefor this analysisbecauseit appearsthat most
staff in the police and fire departments feel that there is currently a balance
betweenthe amount of incoming work, and the time/staff to perform or
accomplishit.
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9. REACTIONS WERE VARIED WHEN STAFF WERE ASKED TO
CHARACTERIZE THE MANAGEMENT OF PERSONNEL, AND
SERVICES PROVIDED BY THEIR DEPARTMENT.

The project team askedrespondentsto evaluatethe managementof servicesprovided
by their department.Theywereaskedto characterizethe managementofthe
departmentin a range of responses.Responseswere mixeddependingon the
department,assummarizedbelow:

• PoliceDepartment: 50%saidthey were “behind the times” or “about average,
while 12 % statedthat their department was“cuttingedge-a leaderin the
area.”

• FireDepartment:50%oftherespondentssaidthattheywere “betterthan
most”, 45%saidthattheywere“behind the times” or “about average.”

10. STAFF REACTIONS TO DEPARTMENT AND SERVICE
SPECIFIC QUESTIONS WERE MIXED, AM) RESPONDENTS
DID IDENTIFY AREAS WifiCH MAY NEED IMPROVEMENT.

The projectteamaskedeachdepartment’s staff to respondto questionsspecificto
their departmental services,programs, equipment, andoperations.In general,police

) respondentswerepositive,while fire respondentsweregenerally negativewhen
respondingto thesespecific questions.The sub-sections,below, provide a summary
for eachdepartment:

• PoliceDepartment:

1. Responsetimeswere ranked from goodto excellentby 88% ofthe
respondents.

2. 100 % ofrespondentsbelievethat the availability ofbackup for officer safetywas
betweengoodandexcellent.

3. Staffevaluationofthe availability and useof proactive time (i.e. for traffic, selected
enforcement,etc.)andthe systemsto provide guidancein theseareaswasmixed.

4. Follow-up by investigators, and the support provided by dispatch wereevaluatedas
goodto excellent The staffindicatedthat the availability, and content oftrainingwas
generally, fair to goodwith 75%ofresponsesfalling into thesetwo
categories.

5. Equipment, andvehicleswereevaluatedas goodto excellent.

) Townof Acton,Massachusetts
FinalReport

PoliceandFireDepartmentOrganizationalandStaffingStudy
6



• Fire Department

1. Staffstatedthattheybelievedthat their responsetimesto fire, and
emergencymedicalcallswereeither goodor excellent.

2. However, staffalsostatedthat their ability to effectivelymount a first alarmresponse
to a structure fire waspoor—with 100% ofresponsesfalling into this category.

3. Staffevaluationswere poorwith respectto the quality offire
prevention, codeenforcement,and emergencyresponseand technical rescuetraining.

4. Staffevaluation of equipment, andvehicleswasmixedwith first line fire apparatus
ratedpoorto fair, emergencymedicalapparatusrated goodto excellent,and
firefighter protective clothing ratedgoodto excellent.

5. Staffevaluation of fire station locationswasratedfair to good-73% of responsesfell
into thesecategories.
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lIE. OPERATIONAL, STAFFING AND FACILTIY UTILIZATION
ANALYSIS

In thefollowing sectionsareprovidedtheprojectteam’sanalysisofthe current operations
in termsofprograms,services,staffing,management,andfacilities ofeachdepartment
includedwithin thescopeof this study. The approachusedin this analysisis to provide
summariesofthefollowing:

• Current operationsand services-- thisrepresentsabriefreport ofcurrent
staffingandservicesin eachdepartment.

• Assessmentof current operations,services,and facilities — the project
teamhasreviewedmanagementandoperations,whichrepresent“best
practices.”
Thesearebasedon theprojectteam’sprior work with other communities,
industrystandardsandadjustedto reflectthe specific needsandservice
desiresofthe Town ofActon.

• Analysisof specificimprovement needs— the analysisofeachimprovement
needis then presented.Theseanalysesare basedon current workloadsand
servicelevels.

Eachdepartmentanalysisis presentedasasectionof this report.
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POLICE DEPARTMENT

L PATROL OPERATIONS

Patrol is often called“the backboneof the department.”The patrol officersare the first
respondersto calls for serviceandwho are seenby thepublic 24 hoursa thy, 7 daysa
week. Theirattitude,demeanor,efficiency, anddedicationestablishthereputationofthe
departmentin thecommunityandespeciallyamongthosewho call uponit for service.

Police departmentsdo not always recognizethis and reward good work nor take
appropriateaction to remedy poorwork Unlessan officer is promoted,thereis little
rewardfor theirefforts. For this reason,it is importantto provide patrol officerswith as
much variety andchallengeaspossible.

Opportunitiesto rotatein andout of specialtyassignmentsand a good trainingprogram
areessential. Members ofthe patrol force needto receiveperiodicrefresherandadvance
training in additionto that, which is mandatedby the state. They must keep abreast of
the laws, court decisions,and remain proficient in self-defense,officer survival, and
emergencydriving. Patrol officers should be provided with, goodvehicles,radios,and
safetyequipment.

Officers must be commanded by supervisorswho exude genuine pride in their
departmentandpolicing and who praisewhen due and confront inappropriateconduct
andbehaviorpromptly and effectively. Supervisorsmustalso be streetwise, respondto
scenesof arrestsand major incidents,and ride with andbecomeacquaintedwith their
officers.

Th~~flpwPohce ent consistsof threeDivisions: Patrol, Investigations,and
Special ces.

L PARTOL D ON:

Sch Staffing

The Uniformed Patrol Division currently consistsof the patrol shifts and the “Traffic

Section”

The patrol shifts work 3P-11P, 1 1P-7A,7A-3P or swingshift. This is a deviationfrom
DepartmentPolicy 41.1.6,which providesfor 2400-0800,0800-1600,and 1600-2400
shifts. Reportedly,the schedulewaschangedsometime ago,howeverthe policy has not
beenrevisedto reflectthechange.Officers selecttheir shifts by seniorityin accordance
with thecollectivebargainingagreementandDepartmentPolicy 41.1.6. Generally,each
shift isstaffed with three (3) policeofficers.
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The “Traffic Section” consistsof two officers who primarily work traffic Monday
throughSaturdayduring the hours of 7A-3P or 3P-11P. Officers “bid” for assignmentto
the Traffic Section. The assignmentis madebasedon seniority.

The current patrol-staffingpattern has remainedstatic for some time. The analyses
requiredby departmentpolicies 16.2.7 and 16.2.8 to Sure that the number of patrol
officers on eachshift is proportionateto the workload occurring on eachshift areno
longerconducted.

The department is authorizedtwenty-nine(29) sworn personnel. Ordinarily, seventeen
(17) police officers and four (4) Sergeantsareassignedto patrol. Generally,thereare
three(3) policeofficers and a sergeanton eachshift excepton the Sundaydayshift when
therearethreepoliceofficers workingwithout a sergeant.

Departmentpolicies set forth proceduresfor detennininghow to most effectively deploy
patrol personnel. Policy 16.1.2 requireE annual work load assessments;policy 16.1.3
requires that personnelbe distributedin accordancewith a work load assessment,16.1.4
requires that the Chief of Police “annually” calculate‘the assignment/availability factor
for Department personnel; and 16.1.6requires an annual assessmentofwork loadofeach
organizational component. The Acting Chiefindicatesthatthe department administration
discontinuedconductingtheseanalysessometime ago. Most recently,the Acting Chief
provided for a fourth officer to work the Sundayday shift and assignedan additional
policeofficer asa detective.In addition,he assignedtwo police officers to youth/juvenile
duties for partoftheir workweek (6 days total). Theseassignmentswere made without
the benefit of the required analysesas an effort by the Acting Chief to begin a processto
rid the department of“stagnation.” Nevertheless,without the benefit of further analyses,
the need for additional staffing on the Sundaythy shift and for additional detectivesis
uncertain, and the possibleadverseaffecton patrol operationsor other staffing needsof
the policedepartmentoverall cannot be determined.

In many police departments, it requiresabout 1.6 officers to fill a singleposition on a 8
hour shift, 365 days a year, or a total of 5 officers (or 4 and overtime) to fill the same
position around the clock. The actual computation depends upon the collective
bargaining agreement and working conditions of the individual department,their
experiencewith sick leave and on-the-job injuries. This is a general rule, but more
defmitive staffing needs can be determined by computing the assignment/availability
factor and/or conductingacommittedtimeanalysis.

TownofActon,Massachusetts
FinalReport

PoliceandFireDepartmentOrganizationaland StaffingStudy
10



Assignment/Availability Factor

We have calculated an approximate assignment/availabilityfactor as required by
DepartmentPolice16.1.4asfollows:

Description Hours
365 daysx 8 hours(needed) 2,920
Days ofT,4and2shift - 992
Vacation,averageof 18 days - 144
Sick & injury leave,averageof7 days - 56
Trainingdays, 10 daysbudgeted - 80
Personalandmiscellaneous,estimated2 - 16
NET HOURS AVAILABLE 1,632

Dividing 2,920hours neededby 1,632renders an Assignment/Availability Factor of 1.79.
It would therefore require 1.79x 3 or justover five (5)officers (5.37)to staffa single
cruiser with one (1) officer twenty-four (24)hours a day, seven(7)days a week To staff
three (3) cruiserson a shift would require sixteen(16)officers, plus overtime. This
figurevaries, however, in caseof unanticipatedlong-term injury leaveandother staffing
problems. However, basedupon the data provided to us and this analysis,the existing
staffofseventeen(17)policeofficersappearssufficient at this time.

Committed TimeAnalysis

Oneway to determine the ideal staffingfor a policedepartment is to determine howbusy
the patrol force is: thatis, how much time is taken up with answeringcomplaints and
calls for serviceas opposedto time availablefor preventive patrols andadministrative
duties.

It is generally recognizedby the International Association of Chiefsof Police and others
that no more than 1/3 of a patrol officer’s time should be spent on non-discretionary,
committed activities. This includes responsetime but not reportingwriting time. This
remainder (2/3) of officers’ time should be available for preventive patrol, community
policing activities, report ~witingand administrative duties, and meals. When non-
discretionary time exceeds33%, there is a need to analyzestaffing patterns,evaluate
officers’ effectiveness, deployment strategies, equipment needs and using this
information,and determinethe needfor additional staffing.
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Using the 1999 data provided by the department,we conducteda committed time
analysisas follows:

Officers scheduledto work-hours per year 1,928 I
144Lessaveragevacations-18days

Lessaveragesick andinjury time-7days 56
Lesstrainingtime-budgeted 10 days 80
Lesspersonal& miscellaneousdaysoff-estimated2 days 16
Total hoursavailable 1,632

Total hours available per officer 1,632
17 patrol officersx 1632= hours available 27,744
Total complaints andcalls for service 13,887
Averagetime spent on eachcall 8.4 minutes= #hours 1,874

Calculation: # hours of committed time (13,887cñ~8.4) 1,944= 7%
total availableofficer time (17@1,632) 27,744

It is evident that the committed(non-discretionary) time for Acton police officers is not
closeto the 33% acceptablerate. However, the department provided data indicatingthat
the averagetime officers spent on eachcomplaints or call for serviceis 8.4 minutesis at
variancewith national averages. Theseaveragesgenerally run approximately between
twenty(20)and thirty (30)minutes per complaint or call for service.Therefore, usingthe
thirty- (30)minute average,we calculatedthe committedtimeand find the following:

# hours of committedtime (13,887jâ~30) 6,943= 25%
total available officer time (17@1,632) 27,744

We further calculatedthe committed (non-discretionary) time whenthe two traffic
officers are eliminated from consideration. This calculation is asfollows:

# Hours ofcommittedtime(13887~30) 6,943= 28%
Total availableofficer time (l5(~1~~) 24,480

In eachcase,the committed(non-discretionary) time required ofan Acton Police Officer
is sign~fIcantlylessthan the recommendedstandard.Even whenusingthe upper limits of
time spenton callsandeliminating the traffic officers, Acton Policeofficers have 72% of
their time available to performdiscretionary duties. This time isavailable for proactive
patrol, directedpatrols, crime prevention, communitypolicing, and other activities.
Therefore, usingthe available data and the variablesknown to us, we find that further
additionalpatrol staffingis not warrantedat thistime.

The Town is divided into four basic to patrol areas referred to as “precincts” thatare
identified as North, Central, West, and South. Patrol officers are responsible for
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answeringcomplaints and calls for serviceand for patrol of their assignedprecinct.
Traffic officers patrol throughout the Town concentrating on “problem” areas.
Reportedly,theseprecinctsdesignationsandthe staffing patternhavebeenstatic for an
extended period and the assessmentof distribution of patrol personnel within these
precinctsrequired by Department Policy 16.2.10hasbeendisregarded.

Recommendations:

1. Thatthe departmentconductperiodicanalysesofits current distribution of the
patrol force consistentwith Department directivesandmakeadjustments
accordingly.
2. That the department conduct a workload assessmentof the patrol precincts
consistentwith Department directivesand adjust theboundariesasmaybe
necessaryto assurean evendistributionof workload.

Supervision

The Uniformed Patrol Division Commander (Lieutenant) overseesthe patrol function.
Generally, a Sergeantgenerally superviseseachshift excepton Sundaydayshift when
there is no sergeant,buta police officer is designatedas Officer in Charge (OIC)~
Supervisorsmay vary resulting in a variance in supervisionfrom time to time and a loss
of unity of command. The numberof officers assignedto the shifts varies,but are not
basedupon a workload assessmentasrequired by Department Policy 16.1.2and
professionallyrecommended.

Sergeantsreport for work 20 minutesbefore the hour to preparefor roll call and officer
report for duty on the hour. The shift going off duty remains until 20 minutes past the
hour to cover for the oncoming shift during roll call. Our limited review of a roll call
found a Sergeantwho did an excellentjob with briefingofficers andmakingassignments.

The police cruiser is the patrol officer’s office. It mustbe in good repair and properly
equipped so that when required, an officer can promptly and properly respond to
emergency and non-emergencycomplaints or calls for service. Customarily, police
departments require that officers thoroughly check their assignedvehiclesbeforegoing
on patrolto insurethat all emergencyand safety equipment is functioningproperly and
that the required first aid and other emergencysuppliesareadequate. In addition,officers
arecustomarily required to check the assignedvehicle for contraband thatmayhavebeen
discarded in the vehicle by prisoners and to checkthe vehicle for damage. Department
Policy 41.2.12specifiesthe suppliesand equipment that must be contained in eachpolice
cruiserand thedepartmenthasdevelopeda form to assistofficers with the checkingof
this equipment,for contraband and for vehicle damage. DepartmentRule 1.8 indicates
thatan officer is responsiblefor “checking the serviceabilityof the vehiclesassignedto
his use”andthat exceptin an emergency,the officer “shall inspectthe vehiclewhen it is
turned over to him and shall submit a written report to his Shift commanderof any
defects...shall also inspectthe interior...for the presenceof any unauthorizedarticles.”
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Our review disclosedthat personnel are not familiar with these policies and are not
-2 adheringto them.

When we inquired aboutthis process,we were first advisedthat these important checks
were required and that officers completed vehicle checklists, but later learnedthat the
forms and the checkswere largely abandoned. Instead, we were advisedthat when
supplies were needed,vehicle service needed,or damagenoted, officers made the
notation on the board in the shift supervisors’ office for the fleet maintenanceofficer. A
furthercheckof the processrevealedthatthis wasnot entirely accurate, but thatback-up
supplieswere availableto officers who wereexpectedto replenish them. Finally, further
inquiry revealed a lack of knowledge regarding equipment and supplies required in
cruisersby Policy 41.2.12and a lack of a consistentprocessto check thesesuppliesand
equipmentand the condition ofthe cruiser.

This is a serious deficiency that can result in officers arriving at emergencysituations
without having the appropriate and required equipment therefore not being able to
properly servethe public. In addition, it could placethe officer’s safety at risk due to a
defective vehicle or emergencywarning devicesor dangerous contraband discardedby
one prisoner finding its way into the hands of another while being transported for
detention.

Recommendations:

1. That the Acting Chiefconvenethe commandstaff to reviewthedepartmenfs

policies,procedures,rules,and regulationsand require adherenceto them and

2. That the Acting Chief propose revisions to the policies, procedures, rules, and

regulations of the departmentasmay be necessary.

Traffic Section

The Traffic Sectionofthe UniformedPatrolDivisionconsistsof two officerswhoare
assignedbasedupon “bid” and seniority. The traffic officers primarily work traffic
activitiessuch asrunningradarand patrolling those areaswherethereare frequenttraffic
relatedcomplaintsoraccidents.Theydo not takecomplaintsofcalls for service.
However, they do-back-uppatrol officers. Theyare on a 5 and2 shift scheduleand work
MondaythroughSaturday7A-3P or 3P-l1P. After 7 p.m. when traffic is light, theon
dutytraffic officer “roams” ofmaybe assigneda precinctby the on duty patrol sergeant.
Using theseofficers to back up patrol officersand for patrol activities is a soundpractice
and gooduseof personnelresources,but to merely allow a roaming patrol isnot
generally productive.

Theseofficers formally report to the Uniformed Patrol Division Commander, but receive
their specific assignmentsfrom an officer on the dayshift whoreceivesa stipend for
doing so. This officer electronically assignscomplaintsand notifies the traffic officers of
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“hot spots.” In addition,he overseestheenforcementactiontakenby the traffic officers
on thesecomplaints. This is aresponsibilityofthe Uniformed Division Commanderand
the Shift Commanders and is an aberrationin the unity of commandand general
supervision. We find no plausible reasonto delegatethis responsibility to a police officer
on the day shift.

Reportedly,this sectionwas establishedat thetime whentherewas a proposalto hire
non-sworn dispatchers for communicationsduties in order to relieve police officers for
other duties. The premise was that the revenue that would be derived from traffic
citations would be sufficient to pay for the non-sworn dispatchers. This is not a
recommendedpractice nor has it had the expectedresults.

A review of the 1999 citation activity of the department reveals that the two traffic
officers issuea far greaternumberof tickets/citations than most other patrol officers.
They issuedatotal of 1002citations thathave derived $66,276.in revenue

Comprehensive andcontemporary directives containedin Chapter 61 of the Department
Manual govern the activities ofthis Section. However, directivesaredisregarded.

Special units in a police department should be establishedto achievean objective and
should thereafter be carefully evaluatedto insurethat the objective is beingmet. If the
reported purpose was to raise sufficient funds to compensatethe salaries of four
dispatchórs,clearly, the establishedobjective is not beingmet Department policy 16.3.1
requiresthe annual evaluation of each specializedassignmentto determinewhether it
shouldbe continued. The department administrationhasdiscontinuedtheseevaluations.

Nevertheless,although not stated, we presume that the objective also included the
reduction of speedingthrough town and a reduction in the numberof traffic crashes.
Department statistics demonstratea reduction is traffic crashesfrom 1995 through 1999
as follows:

Traffic Crasheswith injury
1995
129

1996
95

1997
88

1998
100

1999
77

Traffic Crashes-noinjury 740 838 509 535 448

These statisticsseemto indicatea successfulprogram. However,a cursoryanalysis
questionsthe successusinga cost1benefit analysis. Although as wepointedout, the
traffic officers issue a far greaternumberof traffic tickets/citations than most other
officers,our review suggests room for improvement. Assumingthese officers work 204
days,data suggeststhatthey issueon averagethree (2.5)citationsper day. In addition,
the creation ofspecialistsin policedepartmentgenerally results in patrol officers
referring or deferring thatspecialactivityp-th&~çialists.We are unable to determine
the exactextent to which this occursin t1~eAction I~MiceDepartment, buta reviewof
traffic citation activity is instructive. A t6t4p12848citationswere issuedin 1999or an
averageofone citation everytwo daysper officer.
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Whenthe activity ofthe traffic officers is eliminated,the remainingmembersofthe
patrol force issuedl~46citations or 70 per officer for the yearor an averageofone (1)
ticket/citation every three- (3) working days. This is especiallyinstructive sincethree (3)
officers issued578of these tickets/citations leavingthe remaining12 officers issuingan
468 or an averageof39 citations eachor an averageofonecitation eachfive (5) working
days. Whenweconsiderthis informationalongwith the data suggestedby the
committed time analysis which leavesofficers with a minimum of72% and a maximum
of93% oftheir patrol time to engagein theseactivities,the conclusionis clear. Little
overall effort is being placed on the importance of traffic relatingenforcementactivities.
Significant improvement in police officer productivity isavailable. Effective leadership
andsupervisioncan correct this deficiency.

Nevertheless, we find no justification for a dedicatedtraffic sectionin a departmentthe
size of Acton. Even if the traffic sectionwereto be trainedin accident reconstruction and
traffic homicide investigation, its usefulnesswould be dubious. Officers areassignedto
this sectionbasedupon abid andseniority,therefore leaving their continued service in
the section in question. For the town to makea significant investmentin trainingand
personnel resourcesonly to be lost by a transfer, over which it has little control is not a
wiseinvestmentofresources. Wetherefore suggestthat if an accidentanalysis
determinesthere is a need for a trainedin accidentre-constructionistor training in traffic
accidenthomicide,thatthe trainingbe included in the trainingplan, butthatthe officers
so trained be assigned to perform regular patrol duties whennot involved in thesetypes
of traffic accident investigations.

Rather than a traffic section, a better andmore effective useof this staffing would be to
augmentthe shifts with an overlap shift during peak activity hours. En addition, the
departmentpossessesseveralradar units. The traffic units indicate that they primarily
run radar is stationary mode. Patrol units intermittently run radar. We suggestthat all
units run moving radar at all timesand that directed traffic patrols be instituted to
specificallydetail patrol personnel for traffic enforcement activities where warranted.

Recommendations:

I. Eliminate the traffic sectionasa specialtyunit and require all patrol units to
becomeinvolved in traffic enforcementactivities.

2. Require all patrol units to run moving radar at all times.
3. Establish a two office! “overlap shift” to work flexible hours during peak

activity periods
4. Determine the need for a traffic accidentReconstructionistand other specialty

traffic training, and if warranted, include such training in the training plan.
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Community Policing

The term “community policing” has taken the country by storm. Political leaders support
it, citizens want it, and police attempt provide it. However, few political leaders and
citizens,andnot all policeofficials can correctly define community policing. Many who
try find their definitionsat oddswith its fundamental premise ofcommunity involvement
in the development of crime control strategies. Often, political leaders voice their
support and provide funds for community policing programs, citizens voice their support
foi particular “programs” and police often refer to their community policing program, or
their community policing unit.

However,community policing is not a program that must be federally Thnded it is not a
bicycle,horse,motorcycle or footpatrol that must be newly createdand thnded it is not a
public relations programalthoughits implementation mayresultin goodpublic relations;
nor is it a program thatmustbe conductedby a specialelite unit within the police
department. It is insteada philosophyofpolicing that includesthe analysis ofdata and,
which includescitizens who are policedin the identification ofcommunity problems and
finding solutions to thoseproblems.

é Action 6lice Department has received two $25,000.federal community policing
overtime andthe purchaseofbicycles. The department has purchased five

bicyclesand expendedconsiderablegrant funds to train fifteen policeofficers in the use
ofbicycleson patrol. It is anticipated that theseofficers will patrol a newpark that will
open in the near future. In addition, the department hasreceivedDAREgrants for
overtimeandsuppliesfor thepastfew years.

The police department and its members operate or are involved with a number of
community activities that could complement the community policing management
philosophy. Theseinclude Rotary and the West Acton Businessmen’sAssociation;First
Night Program, July 4th celebration, and Octoberfest; Elderly Liaison and Crime
PreventionPrograms; the Citizens PoliceAcademyand Project Alliance Drug Program.

Nevertheless,the funds and effort expendedhave not resulted in an internalization of the
community policing philosophy into the department by basing its patrol and investigative
strategieson the analysisofdata and participation ofresidents. We suggestthat it do so.

Recommendation:

1. That the department more thoroughly analyze statisticaldata and solicit citizen
input to establisha foundation for the implementation of crime prevention and
control, traffic, and other police strategies
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II. INVESTIGATIONS DIVISION

The “Detective Division” is responsiblefor supporting investigativeactivities.

Despite the best efforts of a community to deter and prevent criminal behavior by our
citizens, it an undisputed fact that criminal behavior will occur in the best of
communities. It then becomesthe responsibility of the police to investigate thesecrimes
for identit~’ingand arresting the personsresponsibleand assistingin their prosecutionin a
court of law. Theseduties are the responsibility of both uniformed patrol officers and
investigators.

Patrol officers aregenerally responsiblefor responding to the sceneofcriminal activity for
conducting a thorough preliminary investigation, and whenpractical, for conducting the
follow-up investigationin order to being the investigation to a successful conclusion.
However,whenit isevidentthe investigationisofa complex,special,or seriousnature, will
be lengthy, or will take the investigatingofficer out ofthe local jurisdiction, plainclothes
investigators(detectives)are generally called upon to support the efforts ofuniformed patrol
officers, either at the scene,or by conducting the follow up investigation.

Oftentimes, unifonned patrol officers who initially respond to such investigationsare
temporarily assigned to work with detectives on the follow up investigationto assist and to
gainexperiencein suchinvestigations.

Scheduleand Staffmg

The Investigations Division is responsiblefor criminal investigations,youth/juvenile
activities, and court prosecution. The ChiefofPolice designatespersonnel for assignment
to the DetectiveDivision. Fiveofthe department’s twenty-nine (29)personnel area
assigned to this division on a full time basis,and two addition police officers are assigned
on a part-time basis. The full time staff includesa sergeantand four police officers
(detectives). The sergeantheadsthe division and is responsiblefor its overall operations.
He reports directlyto the chiefofpolice. Of the four- (4) policeofficers (detectives)
assignedon a full-time basis,two perform investigative duties,oneis the court prosecutor,
andone is assignedto handleyouth/juvenile mattersandcoordinatevehiclemaintenance.
Thetwo policeofficers assignedon a part-timebasisassistthe youth/juvenile officer with
the DAREprogramand his youth activities.

The sergeantgenerally works TuesdaythroughFriday 3P-l 1P and Saturday 7A-3P. He
meetswith the detectivesas a group on Tuesdaysat 2�45p.m. to reviewandassign
cases.

One detectiveworks Tuesdaythrough Saturday 3P-l 1? and one (1)works Monday
throughFriday 8A-4P. Thesedetectivesperformgeneral investigationsand the night
detective is responsiblefor the filing offingerprints and identification photographs,and
evidencecontrol.
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The court prosecutor worksMonday through Friday 8A4P. His duties require the review
ofarrestreports,and the preparation and prosecutionofcourt cases,including juvenile
cases.The prosecutor’s workload and commitment in court isunpredictable. It is based
ondepartment caseloadand court schedulesandmay vary from onehour per day to afull
day in court.

As a practical matter, the court prosecutor, the youth/juvenile officer, and the least
experienced(day) detectiveare without supervision.

Two (2) policeofficers assignedon a part-time basis. One officer isassignedtojuvenile
matters one dayper week and the secondis assignedto work on the DARE program five
days eachweek for a total ofsix daysperweek. Theseassignmentsare recentandan
effort to enhancethe departmentjuvenile actiyities. The JuvenileDetectivealsohasthe
responsibility for fleet maintenance, which involvesmakingminor repairs and
coordinating other serviceandrepairs with the town garage. It isestimatedthatthis
requires an averageoftwo hours per day.

Duty in the DetectiveDivision is considereda lateral assignmentandnot a rank The Chief
or Acting Chiefon a subjectivebasis,usingno specific experience,training, or other
criteria selectspersonnel for assignmentto the division. Openingsarenot postedto elicit
interest, not is an open, formal competitive selectionprocessutilized in the selectionof
officers for theseassignmentsas required by Department Policies16.3.2and 16.3.3.
Duty is thisdivision is consideredan assignmentand not a rank. This sound
administrative practice providesan opportunity for police officers to gain investigative
experiencethat canbe usedadvantageouslywhenreturned to uniformed patroltherefore
reducing the numberofcasesthat mustbereferredto investigations.

This experienceis careerenhancingfor the individual officer, andif used
advantageously,officers return to uniformed patrolwith improved investigative skills.
However, the assignmentin Action is for an indefinite period negatingthispossible
career-enhancingfacet ofthis process. A two-year periodis recommendedfor these
assignments.

However, theseassignmentsarecurrently for an indefinite period therefore negatingthe
positiveaspectsofthis procedure.Although it is that a corestaffof trainedandexperienced
detectiveswho havedevelopedinformationalsourcesbemaintained,it is alsoimportantthat
additionalofficersbe providedwith an opportunityto enhancetheircareers.Therefore,
somedetectiverotationis imperative.In additionto the opportunityarotationalsystem
providesfor police officers,it alsoenhancesthe investigativeability ofthe patrol force when
officersreturnto patrolduties.

It isalsosoundpractice to reassignsupervisorsfrom time to time, asspecificneedsdictate.
The supervisoris responsiblefor providing leadership,training,and guidanceto newly
assigneddetectivesas well asthoseona long-termassignmentIn addition,the supervisor
provides direction andguidancein the handlingofcomplexand sensitiveinvestigations.
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Nevertheless,a supervisoris a supervisorandshouldbeableto functioneffectivelyasa
supervisorofa patrol shift as well as an investigativeunit. Similarto the lateral assignment
ofapolice officer, a lateralassignmentofthe supervisoralsoprovidescareeropportunities
for other sergeantsandwhenreturnedto patrol greatlystrengthensthe patrol force.

Though it is important to have continuity in the investigative function of a police
department,somepositionsshouldbe designateda rotational. This providesan opportunity
for additionalofficers to enhancetheir careersandenhancesthe investigativeability of the
patrol forcewhentheyreturnto patrol duties.

Detectivesare requiredto writeand/ortypetheiro~treports. Therearenot providedwith
clerical assistance. This is a shortcomingandnotagooduseofpersonnelresources.One
detective spendsconsiderabletime filing identification photographs and fingerprintsand
eachdetectivespendsconsiderabletimemanagingpaperworlcpreparingreports, and
answeringtelephoneinquiries that could moreefficiently be performedby a skilled clerical
person.

DepartmentPolicy42.2.7requiresthatthe DetectiveDivision Commanderplace
detectiveson an on call rotational list andPolicy41.2.1.C requires that the on-call
detectivebe notified in specific circumstances; However, this is not the practice. Police
officers anddetectivesalikeareunawareofwhichtypesofincidents requirethecall out
ofdetectives.Instead,theyarenotified whenthe onduty supervisordeemsit appropriate.
The DetectiveDivision Commander hasnot placeddetectiveson an on call rotationallist,
butinsteadrequires thatall callsbe directed to him and he in turn, designatesthe
detectiveto be called. The sergeantprefersthis systemsoas to keephim informed.
Nevertheless,this practice limits the opportunity for detectivesto gain experienceand
share in overtime opportunitiesthatan ongoing rotational systemprovides.

If called out, a detectivemust proceedto PoliceHeadquarters, pick up the needed
equipment,place it in the designatedvehicle,and respondto the sceneofthe incident
This isdysfunctional. On call detectivesshouldbe assigneda take-homevehiclesothey y
mayresponddirectlyto incidents. Eachpolicevehiclesusedby detectivesshouldcontain (
equipmentoftentimesusedby detectives.Cameras,evidencegatheringequipment,and
wraparoundbodyarmorshouldbe standardsothatwhenadetectiverespondsto a crime (
scene,or to a scenewith firearmsinvolved,theproperequipmentis in the vehicleand
immediatelyavailable.

Ongoingspecializedinvestigativetrainingis limited. Althoughthedetectiveshave
responsibilityfor crimesceneprocessing,there hasbeen limited specializedtrainingin this
area,photography, of fingerprinting.In addition,with the adventand increaseduseof the
automatedfingerprintingidentification system(AFIS) andDNA, investigativework is
rapidly changing.While, there seemsto be limiteduseofthesetechniquesin Acton at this
time,it is neverthelessimportantthat the processofchangingover to more scientific means
ofinvestigationbegin.Essentialto any investigationis,andwill increasingbe the thorough
examinationofa crime sceneandthe collectionandpreservationofevidencefrom that
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crimescene.Cunently,detectivesareexpectedto performtheseduties. To be effective,
they mustbewell-trainedin contemporarycrimescenetechniques.

The Acting Chiefof Police recentlyassignedanadditionaldetectiveto this Division with a
purposeto increasethe departmentsdrug enforcementefforts. A police departmentthat
doesnot proactively involve itself in drugenforcementis not beingresponsiveto reality.
The only communitiesthatdo not have a drug problem worthy ofattention are thosewho do
not admit it. This is a soundmoveand shouldbe supported. Informantsshould be sought
out, undercoverinvestigationsconducted,prevention programs developed,and information
provided the school and the communityon the extent of the pervasivenessof the drug
problem within the community.
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CaseScreening

The Sergeantis responsibleto assignand supervisecase investigations,monitor caseload,
andevaluatespersonnel. Department Policy 42.1.13requires the establishmentof a case
statuscontrol systemin order to maintaineffective and efficient records of cases. This
practice was abandonedsometime ago,but most recentlyhasbeStminimally established
in the form ofan investigative log. During ourreview, the investigative log indicatesthat
during the period 10-15-99to 1-6-2000,thisdivision has beenassigned40 casesranging
is seriousnessfrom suspiciousactivity to assaultwith a dangerousweapon.

In addition, there is no limitation on the numberof casesassigneddetectives,nor are
solvability factors or othercasescreeningcriteriausedas required by Department Policy
42.1.14. By using this system,casescan be more effectively assignedand using this
systemcan increasethe solution rate. The Detective Division Commander discontinued
using this process.

There is no internal statistical information availableto determinethe solution rate of
casesassignedto this division or to individual detectivesandtherefore to determinethe
effectivenessofthe division or its members. However, a reviewofthe 1998crime report
filed with the FBI by the PoliceDepartment revealsthat of359 seriouscrimes, 53 or 14%
were cleared. The latestavailableFBI report indicates thatthis compareswith the
nationalaverageof22.5percentfor similarsizecommunities. Suffice it to saythis
shouldbe improved andthe adoption ofprofessionallyrecommendedpracticessuchas
thoserequired byDepartment Policywould be a first step.

Recommendations

1. Retain a Sergeantin chargeof “Investigations”andconsolidatetheInvestigations
Division with theSpecialServicesDivision. *

2. A core of two (2) detectivesbe assignedthisunit who only getre-assignedon the
basisof soundadministrativeor organizationcriteria.
3.Additional detectivesshould beassignedfor periodsof six (6) months to oneyearfor
trainingand experiencepurposes.
4.An evaluationof the workload beconductedin order to determineappropriate
staffingfor thisunit.
5. Implement casescreeningusingsolvabilityftctorsor other criteria.
6. An additional secretaryshould be provided for this unit to maintain files, and
transcribereports.
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ifi. SPECIAL SERVICES DIVISION

RecordsManagement

The importanceof records managementwithin a contemporarypolice department cannot
be overemphasized.Records aremaintainedto satis& administrative,operating,fiscal
and other legal requirementsof a police department.It is the facts containedin these
recordsthatoftentimesdeterminedthe guilt or innocenceofpeopleor the appropriateness
of police conduct. The reports and records of a police department,not individual
recollections serveas its official memory andtherefore shouldbe treatedaccordingly.

Records managementinvolves the systematiccontrol of records, the periodicpurging,
review, and maintenanceor these records. Information contained in the recordssystem
shouldbe expeditiouslyavailableto agencypersonnel.It should alsobe availableto other
authorized people at a reasonablecost Trained non-sworn staffsupportedby automation
shouldbe employedin the recordsmanagementfimction to insurecosteffectiveness.

A policedepartment should havea Central Records Unit. This unit shouldbe responsible
for records and report review, control. Storage,maintenance,retrieval and destructionof
records.

Control of records is crucial in a police environment to insurethe integrity ofthe system.
A control number, usually refereed to asa complaint control numbermust identifr every
caseor incident handledby a department This numbering system isnormally initiatedby
dispatch/communication.The control number is usedto ensurethat all report pertaining
to a single incident are filed properly and easily retrievable. All reports should be
reviewed by field supervisors (Patrol/detectives) for completeness, accuracy and
consistencythe standardsfor good police reports prior to being forwarded through the
chain of commandto Central Records. A secondreview isby Central Recordspersonnel
to insure compliance with FBI and State reporting and classification requirements is
advisable.

The Central RecordsUnit should maintain, at a minimum, a master name index of
complainants, witnesses,victims, firearms and other license holders, field contacts,
suspects,arrestees, or other individuals with whom the police may comein contact,a
criminal history file, a criminal incident file, vehicleaccident(crash) file. Only thosefiles
of the most sensitive nature such as informant and intelligence files should be
decentralized,andthen only the control centralized as possiblesuchas with the Detective
Commander. Recordsonjuveniles shouldbe separatedfrom adult records.

Though there should be accessto records 24 hours a thy, 365 days a year, security
measuresshould be in place to insure no records are lost, destroyed, misplaced.Access
must be restricted to approved unit personnel.Accessby computer must be careflully
governed as well using passwordsthat must be carefully guarded. Written procedures
shouldgovern access.
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Police departmentscannOt maximize their effectiveness without a crime analysis
capability. The ability to determine crime/incident patterns by time, location,names,and
other peculiar characteristics, when properly used, form the basis for the effective
deploymentofpatrol and other personnel.

The authority and responsibilities of a records unit should be covered in written policy.
Proper completion and filing of reports should be a mandatory subject of in service and
roll call training,andadherenceto reporting proceduresshouldbe strictly enforced.

Chapter 82 of the Acton Police Department Manual setsforth “Records” policies. These
policies are contemporary and, if followed, should result in effective records
management. However, the department doesnot consistentlyadhereto thesepolicies.

TheActon PoliceDepartmentdoesnotfollow a centralrecordsorganizationalconceptby
maintainingall but the most sensitiverecords in one location. This is in part due to the
facility but also due to the lack of clerical stalling to do so. One (1) secretarywho is
secretaryto the chiefandrecords clerk essentiallystaffsthe records function. Shereports
to the chiefand to the Special ServicesDivision Commander. Shematchesreportswith
control numbersto insureall reportsare complete, sendscasesdesignatedfor follow up
to detectives,files, handlespayroll, outsideovertime, vacation,and sick and injury leave,
purchaseorders,processesbills, handlesquarterlybilling for false alarms,insurance
companyrequestsfor reports,mail andcorrespondence,andthefundsfor pistol permits,
commuterlots and a myriad of other clerical duties. The secretaryis a five-year
departmentemployeewho hasbeenunableto takemore than five leavedays at any given
time dueto payroll responsibilitiesandreportedlyfiling is seldomup to date.

In addition, the Lieutenants,sergeants,anddetectivesperforma significantamount of
clerical type work throughoutthe department. For Stance,the Special Servicesand
UniformedPatrol Commandersshareresponsibilitiesfor the firearm permitting process
which is largely clerical in nature. Oneof the detectiveshandlesthe identification and
filing of fingerprintsand identification photographs that aremaintainedin the detective
division contraryto Department Policy 82.1.2.The distribution ofrecordskeeping duties
throughout the departmentis not a recommendedpractice. On the other hand.
dispatcherswho are involved in related records keeping functions have significant
periodsof down time but arenot assignedto assistwith clerical duties. This is not an
efficient use of personnel resources. Often, police departmentscombine recordsand
communicationsfunctionsinto one unit becauseoftheir relationshipwith the recordsand
reportwritingprocess.

Much of the department records system is computerizedand works relatively well.
However, the systemis in needofan upgradeto include the capabilityofofficers to write
theirreportsin thefield andtransmitthemto policeheadquartersfrom the police cruiser.
The technologyto performthis function is available and the efficienciesthan can be
achievedare enormous. This technologyenablesofficersin thefield to bemorevisible
to thecommunityand more proactive.
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Recommendations:

I. Establish a central recordsfunction reporting to the SpecialServicesDivision
Commander wherein all records, exceptthe most sensitiveare to be retainedand
from which all information is retrieved. Sensitive informationshould be limited
to on-going investigations,intelligence, and informant information.

2. lire oneadditionalclerical personand establisha central recordsfunctionthat
reports to the SpecialServicesDivision Commander wherein all records, except
the most sensitive are retainedand from which all information in retrieved.
Sensitive information should generally be limited to ongoing investigations,
intelligence,and informant information.

3. Upgradesoftwareto include field report writing capability.

Property andEvidence

The function of property and evidencecontrol is within the Detective Division. The
custody and control of evidence is the responsibility of one detective. The policies for
the handling of evidencearesetforth in Chapter 83 of the Department Manual. Despite
the shortcoming of the facility, the detective who is responsiblefor evidencegenerally
adheresto recommended practices and is conscientiousabout doing a good job.
Although the evidenceis logged into the computer system,it does not provide for bar
coding.

Recommendation:
1. It is recommendedthat all evidencebe bar coded to improve the management

and accuracyof this important function.
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Crime Analysis and Permits

Chapter15, ofthe Department’s PolicyManual provides guidancefor crime analysis in
theActonPoliceDepartmentthatis theresponsibilityofthe SpecialServicesDivision
Commander.

The policies requirecollection,collation, analysis,and disseminationofthe analysisof
crime information to includethemaintenanceoftargetcrimespot maps,andfield
interview,parole/probation,andknownoffenderfiles. The policiesrequirethechiefto
establishaCrimeAnalysisProblemSolvingSystem(CAPS)andathreemember
Problem AnalysisAdvisory Committeeto guidethe system. The Chief is requiredto
ensurethatsupervisorsarefamiliar CAPS andthathe makesanannualreportto the
TownManager.

The SpecialServicesCommanderis requiredto brief the Chiefofdevelopingpattern and
trendsofcrimesto assistin planningbudgetaryand tacticalneeds,and is responsibleto
disseminatecrimeinformationfor Commandersandpersonnelto includedocuments
indicatingthegeographicaldistributionofcrimessuchasspotmapsof computer
prntouts.

Although we do not believe that is necessaryin a departmentof this size to set forth a
crime analysissystemarecomplexas is proscribedfor thisdepartment,wedo support the
necessityfor crime analysisto be effective. The Acton Police Departmentis ableto do
so. It collectsandmaintainsthenecessarydatato conducttheseanalysesfor usein crime
control strategiesandthe mostefficient deploymentof personnel.However,it doesnot
do so. Instead, crime control strategiesand personneldeployment is largely basedon
intuition andpersonnelpreference.

Recommendations

1. Policiesof thedepartment should be revisedto reflectamorepracticalapproach
to crime analysis.

2. The department should baseits crime control and personneldeployment
strategiesonstatistical analysesof crime and relatedfactors.’

Permits

The Departmentis responsiblefor the issuanceof a variety of permits the most
significant being the firearm permits. Eachpermit holdermustbe renewed within the
nexttwo years. This requireda considerableamountof time, which is dividedbetween
the two Lieutenants.
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ManagementJnformation System

The department managementinformation system(PAEIET) consistsofthe policerecords
system. This is a widely recognizedandexcellentmanagementinformation system,but
it is in needofan upgrade from a DOS formatto aWindowsplatform in order to provide
the required operationalsupport internallyandin the field. The èomputer aided dispatch
component should be upgradedas well. We have discussedin other sectionsof this
report, the need for accessto the department’s data processingsystem from the field and
the ability for officers to transmitpolice reports to the systemfrom police cruisers. hi
addition, software to provide bar codingof evidenceis a neededfunctional capability as
well as an integrated booking system that includes the ability to process digital
identification photographs.

Recommendation:

1. The current PAMET operating systemprovides a significant amount of
statisticalanalyticalcapability,but this should be upgraded to a windows
system.

2. The detectivesshould beprovided with a printerin thedetectiveoffice.

Training

The trainingprogram of a police department shouldbe complimentary to its overall
missionandeachtrainingexpenditureshouldenhancethe ability of the department to
more effectivelyperformits mission. In addition,the trainingprogramshouldbe career
developingfor its membersby making eachmore knowledgeable,versatile, readyfor
advancement,andmore valuable to the department. Therefore, training mustbemore
than an expenditure offluids for officers to be awayfrom work for an “interesting or fun”
experience.

Training in the Acton PoliceDepartment is the responsibility ofthe Uniformed Patrol
Division Commander(lieutenant). The lieutenant,alongwith the supervisory stafZ
shouldanalyzethe strengthsanddeficienciesof the work force and therefrom preparean
annual training plan. The plan should addressthe needfor basictraining, FTO training,
roll call training,annualin-service training, and specializedtraining, alongwith cost
estimates, The Lieutenant shouldanalyzepastdisciplinaryproblems, employee
accidents,and injuries, lawsuitsandlost court casesin an effort to discoverweaknesses
in training. Newemployeeindoctrination programsandspecializedtraining for non-
sworn personnelshouldbe included in the training plan.

The training files should be contained on a data basethatproducesan individual training
record for eachemployee. The data baseshould be easily searchedto determinewhich
employeeshavebeen trainedin specific areas,and automatically call attention to the need
for any re-certification training. An important function of roll-call training is to
periodicallyreviewvariousgeneralorders to insurethattheemployeesunderstandthem.
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A master training file of in-house training should be kept that includes instructor’s
credentials,lessonplans,andtests.

Firearmstraining should include shootingunder low-light levels,decision-typeshooting,
and shootingat moving targets. It shouldinclude instructionon thelawregardingtheuse
of force. If not the entire department,selectedofficers shouldbe training with shotgun
andrifles.

Although the Acting Chief has significantly increasedtraining in recent months,the
departmenthadnot formulateda trainingplan to assurethat thetrainingbeingreceived
by officers is neededby the officers or improving the effectivenessof theDepartment.
The Acting Chief hasalso requestedadditional training fundsfor the currentfiscal year.
If funded, this will provide for 10 daysof training per officer. This is a significant
commitment,butwithout a trainingplancanresultin minimal benefit to theofficers, the
Department,andthecommunity.

Recommendation:

1. The department should immediately assessthe individual training needs of
officers and of thedepartment,and prepare an annual training plan.
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lv. DEPARTMENT MANAGEMENT (Structure and Staffing)

Policiesand Procedures

The Police Department is governedby rulesandregulationsadoptedJuly 1, 1988
pursuantto theauthoritycontainedin Section97ofChapter41 of theGeneralLaws of
the CommonwealthofMassachusetts.The rulesandregulationswerepromulgatedby
the chiefofpolice andapprovedby thetownmanagerandBoardofSelectmen.The
InternationalBrotherhoodofPoliceOfficers,Local334 acceptedtherulesand
regulationson May 26, 1988.

Theadministrationofthedepartmentdevelopedthe rules and regulations at a timewhen
thedepartmentwasundergoingtheprocessofbecomingnationallyaccredited.Theyare
well organizedby Chapter and are containedin the “GeneralOrdersManual”(Manual)
alongwith atableofcontents. The administrationhasnot updatedthePolice
DepartmentManual sinceits adoption. Therefore,therearesectionsoftheManual
relating to specificsthatarein need ofupdatingin order to reflect existingconditions
within the department. Nevertheless,the policies andproceduresarecomprehensiveand
areconsistentwith nationalaccreditationstandardsandcontemporarymanagement
practices.

The Town Managerand the Acting PoliceChiefagreethat the rules and regulations
containedin this Manualare the basisfor the governanceof the policedepartment.Our
reviewofthedepartmentdoesnot supportthis contention. Duringour review, we found
that severalpolicies and rules contained in the Manual are largely ignored. Reportedly,
newofficers are not familiar nor dothey.havecopiesofthe Manual.

We also found well-intentioned unilateral personnel changes beingmade,but without
regardfor the requirementsof departmentpolicy. For example, a numberof personnel
changes have beenmade without the benefit of or basedon the requiredanalysis. We
discusstheseissuesthroughoutthereport.

In summaly,we fmd that theexistingdepartmentpoliciesandproceduresthe policiesare
in need of minor revisions so that they reflect current specific conditions in the
departmenti.e. shift schedules. However, the policies and proceduresare generally
excellent,and if followed, will servethe administrationand the departmentwell.

Recommendation:

1. Reviewand revisethe policies and proceduresto be consistentwith the practices
adoptedand in useby the police department.

Accreditation
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enforcement. When a police department makes application to CALEA to become
nationally accredited,it agreesto developpolicies and procedures necessaryto manage
the department within theparametersofthe establishedstandards.CALEA sendsa team
of assessorsto review the department’s compliance and if found to be in compliance,
awards accreditedstatus. CALEA assessedthe Acton Police Departmentin 1992 and
foundthat it compliedwith all applicable standards. In recognitionof this achievement,
CALEA awardedthe departmentaccreditedstatusand authorized the use the official
CALEA logo for five years during which time it agreedto continue to managethe
departmentconsistentwith the applicablestandards. The departmentproudly included
the CALEA logo on its PoliceHeadquarterssignwhereit remainsasof thisdate.

Reportedly,the departmentreceivedlittle recognitionfrom the town government and the
community for its achievement, and therefore lost interest in maintainingaccredited
status. It soon began to alter its practices and discontinue its adherence to the
managementstandardssuggestedby CALEA. At the endof the five-year period, the
chiefof police reportedly decided not to pursue re-accreditation. Although the CALEA
logo remainson the police headquarters sign, the department is not nationally accredited
and it not authorizedto do so. The polices and procedures developedas part of the
accreditationremainin effect

Recommendation(s):

1. Removethe CALEA logofrom thepolice headquarterssign.

2. Actively seekstateaccreditation.

Organizational Structure and Staffing

The commandstaffof the Acton Police Department consistsof the Chief of Police and
threedivision commanders.Two division commandershold the rank of. lieutenantand
oneholds the rank of sergeant.

The Uniformed Patrol Division is commander by a lieutenantandconsistsof the patrol
shifts, the Traffic Section,and Training. 20 police personnelwho work either 4 &2 or
5&2 schedulesstaff the patrél shifts. A sergeantgenerallysuperviseseach shift. The
Traffic Section consists of two officers who generally work 3P-11 or 7P-3A. The
Division Commanderis responsiblefor training.

The Special Services Division Commander (Lieutenant) is ordinarily responsiblefor
administration,internal affairs, dispatch operations, records, computer operations, and
non-sworn personnel commands the Special Services Division. The Lieutenant
supervisesone secretary, four full time dispatchers,and one part-timedispatcher.

The Detective Division is commandedby a Sergeant and consists of Criminal
Investigations,Youth/JuvenileSection,andCourtProsecution.The Sergeantsupervises
four detectivesthatincludethe Juvenile Officer and the Court Prosecutor.
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However, the actual organizational structure and the distribution of organizational
responsibilities are at variance with the official structureandresponsibilities.Following
theretirementof the chiefof policein September1999, thetown managerappointedthe
specialserviceslieutenantasactingchiefofpolice. The actingchiefof police appointed
a sergeantasacting lieutenantin chargeof the SpecialServicesDivisions, but retained
responsibility for the computer systemand transferredresponsibilityfor internalaffairs to
the Uniformed PatrolLieutenant. This SpecialServicesLieutenantassiststheUniformed
Patrol Division lieutenantwith the firearm permitting process. In addition, he appointed
an acting sergeantand assignedan additionaldetectiveand two part-timepolice officers
to the DetectiveDivision.

The organizationalstructureof a police departmentis important becauseof the power
entrusted to police officers and the wide discretion they ordinarily have in carryingout
theirduties. In a looselyorganizedand minimally superviseddepartment,it is easyfor
individuals to set their own agenda that may result in behavior or performance
detrimental to the department and the community.

The sizeand complexityofthe department determinesthe numberof supervisory levels
neededwithin the departmentBeginningwith the first line supervisorsand generally
basedupon the pyramidalsystem,the structureis build from the bottomup. First line
supervisorshave a limited numberofpersonnelreportingto them, normally 8-10
maximum. Additional levelsof supervisionare basedupon the numberoffirst line
supervisorsor the complexityofduties.

In addition, there are severalorganizational principles that have are acceptedasbasisto a
solid organizational structure. We will usetheseprinciples aswe makerecommendations
throughout this report in an effort to improve the functioningofthe department.
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ManagementStyleandApproach:

The c$nttcommand within a police department constitutes a delegationof authority.
Th~A~iop.QhiefofPolice has delegatedauthorityand responsibility for certain tasks to
Division Commanders, although in a disproportionate manner. Positioned,as a Division
Commanderalong with two lieutenants is a sergeant. Therefore, in this configuration,we
find the title Division Commander problematic sinceDivision Commanders presumably
with somewhatequal authorityandresponsibilitycan be either a lieutenantof sergeant,
with differing compensation. In addition, our review does not that the Division
Commandershaverelatively the sameauthority,responsibility,andworldoad.

In the first instance,the Uniformed Patrol Division Commander is responsible for 18
personnel on three shifts, a two officer traffic section, internal afihirs, training, and
firearms permitting. The Detective Division Commander is responsible for four
personnelon two shifts. The SpecialServicesDivision Commanderis responsiblefor
four dispatchersandone secretary,and assiststhe Uniformed Patrol Commanderwith
firearm permitting. We find this an inappropriatedistributionofauthority, responsibility,
and workload.

The Departmentshouldrealign its organizationalstructurein order to delegateauthority
andresponsibility in a more equitable manner.The elimination ofthe Traffic Section and
incorporatingtraffic enforcementasa partofthe patrol officer’s dutieswill resultin the
Uniformed Patrol Commanderresponsiblefor trainingand all five shifts. In addition,the
DetectiveDivision should be consolidatedinto the SpecialServicesDivision as a section
with a Sergeant in charge. The sergeantshould report to the Special Services
Commander. This will resultin the Chief andthe two operatingdivisionseachheadedby
a Lieutenant andthe DetectiveSergeant reporting to a Lieutenant rather than the Police
Chief

In addition, the role of Police Prosecutor should not answerto a line sergeantwho has
investigative or patrol responsibilities, but insteadshould answer to the SpecialServices
Lieutenant. The Uniformed Patrol Division Commander should alsobe relieved ofhis
internalaffairs, and firearm permitting responsibilities that should be transferredto the
SpecialServicesCommander. Ideally, trainingshould also be the responsibility of the
SpecialServicesDivision Commander; however, we do not recommend that changeat
thistime.

Allocation and Deployment ofResources

There is no establishednumber of police officers neededto staffamunicipalpolice
department.A great deal dependsupon the financialcondition ofthe community,how
much the residentsare v~~jj1ingiQspendon policeservices,andwhat levelofpolice
servicethey desire. A~U~ffPbliceDepartment isauthorized 29 swornand 5 non-
sworn personnelto serve ulation of approximately 18,000.
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A guideline often usedto determine the reasonablenessof staffing the numberof police
officers per 1000population. The FBI calculates the averagenumber of police officers
per 1000population in various regions of the country annually. Thesefigures are often
cited as the FBI’ s recommendedstaffing levels. Nothing could be further from the truth.
The FBI is careful to cite that this is merely a mathematical calculation that must be
measuredagainst local demographics. For instance,a large, but quiet, bedroom
community might have far fewer police officers per 1000 than a small communitywith a
large shoppingcenteror tourist attractions thatrequirefar morepoliceofficers per 1000.

The averageNewEngland community in with a population between10,000and 24,999
has 1.9 police officers per 1000. Using this number,Action would have 34. Officers, an
increaseof 5. The averagenumb~roffull timepolice departmentemployeesper 1000 is
2.2. Usingthisnum~er,A~tionyouldhave 3~andincreaseof 4.

When consideringthe numberof police officers neededto policy the community,~the
presenceof absenceof other police agenciessuch as the State Police and surrounding
municipal agenciesand the availability ofbackup from them isan additional fuctor.

Staffing and deployment of the patrol function should take into consideration the
workload of the uniformed officers and the desirable level of traffic law enforcement,
preventive patrols, and other officer initiated activities.

Using dispatch records, the average time requiredto processa call can be determined.
Using the numberof calls in a given period, usually one year, one can arrive at the
requiredtime for the patrol force to handleservicecalls in an expeditious mannerand
determinethosetimeswhenworkloads areheaviestandthe demandfor increasedstaffing
is present.

Businessesscheduleand adjust their employeeswork schedulesto meet the busy and
slack times, soshouldthe police departmentshatserved-these-peeple.An analysisof data
can predict with a high degree ofaccuracy when the busy times will be and personnel
should be scheduledaccordingly. This is not the case in Acton although requiredby
Department Policy.

Severalother factorsshould be considered. For Stance,the amountof overtime being
usedto replace officers on sick leaveor vacation; the actualduties carriedout by superior
officers; the numberof non-sworn department personnel; andwhether sworn personnel
are performing duties that could be more efficiently performed by non-sworn personnel.
Another factor is the costper-capita ofthe police.

PoliceChief SelectionProcess

The previous policechiefofthe Acton Police Department retiredapproximately three (3)
months ago. At its current statusand prospectsfor completion,a newChiefmay not be
on boarduntil next fiscal year. The recruitment and selectionof a new Police Chief
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should be expeditedas much aspossible.This is necessaryin order to enablethe police
department to complete the transition from a period of status quo to re-creating the
Department of the future. It is also important in order to relievethe department staffof
the specific uncertainty about personal promotion opportunities as well as the future of
the department.

Recommendations:

1. Thedepartmentshouldbe reorganizedto includetwo divisions:Patrol Services
and Support Services,eachheadedby a Lieutenant.

2. The DetectiveDivision should be consolidatedinto theSupportServicesDivision.
3. TheProsecutorbe directly responsibleto theSupport ServicesDivision

Commander.

V. COMMIJNICATIONS-DISPATCII OPERATIONS

The ActonPoliceDispatchOperationsis a functionwithin the SpecialServicesDivision.
The responsibilitiesofthe policecommunicationscenterarefundamentalto the effective
functioningofa policedepartmentCommunicationspecialists(dispatchers)maybethe first
contactacitizenhaswith the policedepartmentoftentimesunderstressfulconditions.The
abilityof individtial communicationsspecialistsandthe overalloperationsofthe
communicationscentersetthe stagefor the type ofpolice serviceacitizenmayreceive,and
oftentimessetsthe stagefor the situation thatwill confrontpoliceofficerswhenthey arrive
at the sceneofan incident

The communicationscenterhasthe responsibility ofreceiving information,andaccurately
transmittingthatinformationto others,ofassistingcitizens,managingpersonnelresources,
and ofenhancingthe safetyofpoliceofficerswith whomthey a vital link to assistance.

The recruiting,training,and retrainingofcompetentcommunicationsspecialistsiseverybit
asimportantasthe recruiting,training,and retainingofpoliceofficers.

Staffing-Activity Levels

The Special ServicesDivisionCommander(Acting Lieutenant)in responsiblefor the
supeMsionof thisunit. However,dispatchersfrequentlyinteractwith andreceive
operationalorders from on duty shift commanders.

Organizationally,thecommunicationsfunction is in theSpecialServicesDivision. A
lieutenantheadsthisDivision. Before assumingthe duties of actingchief,Lieutenant
FrankWidmayerheadedthis Division. However, the duties are now divided betweenthe
UniformedPatrolDivisionCommanderandanactinglieutenant. The acting lieutenant
supervisescommunications,howeverdispatchersalso report to the shift sergeantswho
superviseoperationalactivities.
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The CommunicationsCenter is locatedadjacentto theheadquarterslobby areaand
internally, adjacent to the shift commandersoffice. Accessto the center is limitedto
dispatchersandotherswho have specificauthorization and loitering is prohibited by
policy 81.1.5 Duringour review, we found this policy largelyignoreduntil our last visit
whenthedoorwassecured.

The communicationscenteris equipped with modem communicationsequipment;
however,the layout ofthe center is inefficient There are dual 911 answeringpositions
and dual in-houseCAD systems,butthere isonly onedispatchposition. Thisseverely
restrictsthe effectively usetwo dispatchersduringbusyperiods. Thecenteralsohasan
arrayofmodem video, radio,and other communicationsequipmentthatis not Stalledin
a mannerto assureefficient operations. The consoleneedsto be reconfiguredfor
operationthat ismoreefficient. It alsoneedsto beupgradedto include two identically
equippeddispatchpositionsfrom whichadispatchercanbefully operational.
Dispatchersarein needofcontinualin-servicetrainingwith someemphasison
interpersonalcommunicationsskills.

Chapter81 oftheManualgovernscommunicationsoperations.This chapteris in needof
significantrevision;however,it containsseveralcontemporaryproceduresthatshouldbe
followed. Four (4) full-time non-sworn dispatchersand one (1) part-timedispatcher staff
communications. This non-sworn personnel in this important component of the
departments a wise use of personnel resourcesand a professionallyrecommended
practice. However, often, dispatchers are relegatedto a secondaryrole in a police
department.This shouldnot bethecase.

Dispatchersareeverybit as importantaspolice officers to theeffectivefunctioningof a
police department and the effective delivery of police services. Just aspolice officers
shouldbe properly trained, equipped,andpaid, so shoulddispatchers. This is not the
casehere. Generally,anewdispatcherwill receive911 training, aperiodoftrainingwith
an experienceddispatcher,andwhen availableEMD, and other training. However, there
is no structuredin-serviceprogramfor dispatchersandthe EmergencyMedicalDispatch
TrainingCertificatesfor two ofthe four dispatchers are expired. This lack ofongoingin-
servicetraining fails to recognizethe importanceofdispatchersto the department.

During our review, we found that dispatchersare not familiar with the department
policies governing the communicationscenter. In addition, therewas no Manual in the
communicationscenteroranypolicy outlining priority dispatchprotocols. We were told
that dispatchers rely on “common sense.” Unfortunately,commonsenseshouldnot be
the basis for action during emergencies;instead,such actionshould be basedon well
thoughtoutproceduresandtraining.

Our observations determined that the dispatchers are not peiforming professionally or
effectively. For instance,during our review we observedthat dispatchersarenot seated
in front ofthe console,headseton, preparedto dealwith an arrayof complaints and calls
for police service. Instead, the chairs were rolled back against the wall and the
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dispatchers were standing and walking around the center. Dispatchersdo not exude
professionalism and courtesywhen answering the telephone and do not comply with
Policy 8l.2.2.H.2 that requires dispatchersto answer “Action Police Department,
dispatcher’ last name, you are being recorded.” In addition, dispatchersdo not
consistentlyuse the assignedradio call numbersasrequiredby policy anddo not comply
with goodradio procedures. Instead,the radiotraffic is frequently on a first namebasis
andcasual.

When the dispatchers that we observedreceivedtelephonecalls, they answeredthe
telephonelocated the furthestawayfrom the radiomicrophoneonly to then walk over to
the microphone to dispatch the police officer on the call. While taking the information
from callers, the dispatcherwas required to leanover to enter data into the CAD System
or to otherwise note the substanceofthe call on paper to later enter in the computer. This
is cumbersomeand inefficient.

In addition, the noting of the substanceof the call and later entering it into the CAD
databaseresults in incorrect receipt and dispatch times being incorrect in the official
record. It is alsocontraryto DepartmentPolicy #81.2.2.1.1which requires the logging of
the “location, natureor activity, call backnumber,nameofreportingpartyor police unit
responding,andthe timeinitiated” upon receipt ofthe complaint or call for service.

During our observations,the activity of the dispatch centervaried. Certainlytherewere
times when the dispatcherwas extremely busy,but for the most part, therewas little or
moderateactivity. Dispatchersdo not havean array of ancillary duties that areoften
assigneddispatchersin departmentsof this size. We therefore conclude that with
additional training, better procedures,and the upgradingand reconfiguration of the
console,thecurrentstaffingcan handleasignificantly increasedworkload. Nevertheless,
we recognizethat there are times that the demands placed upon dispatchers will be
beyond their capacityevenwith the suggestedimprovements. Therefore, the importance
of periodic workload assessmentscannotbe overemphasized. Theseassessmentscan
determine with a high degreeof accuracywhere selectiveadditional staffing is needed
and staffing adjustmentsshouldbemadeaccordingly.

Consolidating Opportunity

We further seethis asanopportunityto pursue the conceptofaconsolidatedpublic
safetycommunicationscenter that dispatchesfor police, fire, andEMS. The combiningof
police, fire, and emergencymedicalcommunicationswithin onepublic safety
communicationscenteris a soundprocedureand an effectiveuseofpersonnel,and more
recentlytechnology. Suchanorganizationprovidesanopportunityto maximizepersonnel
resourcesandhigh-techcommunicationsequipment,and to better coordinatepublic safety
activities.

However,suchan organizationalsoposesadditionaladministrativeresponsibilitiesto insure
thatthecenteris staffedwith highly qualifiedpersonnel,thatpersonnelbe providedproper
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leadership,policy, direction,and training,thatupto dateequipmentbe provided,that
appropriateandsecurefacilitiesbe provided.

Such a center should operationally be under the control ofthe polict departmentdue to
the comparative volume ofcalls and the sensitivenatureofmany ofthosecalls. A sworn
police supervisor shouldcommandthe centerandthere shouldbe a communications
liaison officer in the fire departmentthatworkscloselywith the Communications
Commanderto insurecollaborativeandefficient operation.

Such a consolidation will clearly justify the need for additional communications
personnel,but will free firefighters who are not properly trained in communications
techniquesto performthose duties for which they are trained. A seconddispatcherwill
be requiredduring the dayand eveningshiftsandduringspecial events.

An effectivemeansofdeployingpolicepersonnelduringbusyperiodsofwhen demandsfor
service outstrip available resourcesis to use a predetermineddeploymentmethod of
differentialpoliceresponse(DPR), andit is recommendedthatsuchasystemofdeployment
be developedfor the Town ofActon.

Recommendations:

1. The dispatchersbe immediately re-certifiedin EmergencyMedical Dispatchand
that ongoingin-servicetrainingbepartof theannual training plan that includes
telephoneand radio proceduresand courtesy.

2. The consolebe reconfiguredto bemoreefficient,and that it include two identically
equipped dispatch positions.

3. Dispatchersbe providedwith headsetsand thattheybe requiredto sit at the
console,be prepared and ready to receiveand dispatch calls,and presenta
businesslikeappearance.

4. Prioritydispatchingandotherproceduresbe developedfor the guidanceof
dispatchersand the dispatchersareappropriatelytrainedin thoseprocedures.

YL POLICE FACILITY and EQUIPMENT

PoliceFacility

The existingpolice facility wasconstructedin 1967and is ideallylocatedin the
geographicallycenter ofthe Town on approximately6 acresof land onRoute 27justoff
Route 2 to Boston. However,the facility is outmodedanddysfunctional. With the
exceptionofthe lobby and the communicationscenter,virtually evejy sectionofthe
facility ispoor from an aestheticand functional perspective.This condition negatively
affectsthework and morale ofeachemployee.
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Officersarecramped,files arelocatedin hallways,detective lack interview rooms, the
spaceprovided for roll call and training is in the basementand deplorable, there areno
locker andshowerfacilities for departmentpersonnel,and the holding cellsarenot
suitable. All sergeantsshareonesmall office, thewomen’slockerroomwasformerlya
reportwriting room,andbeforethan a juveniledetention room andthe roll call room was
formerly thefiring range. There is little doubt,evento theinexperiencedpolice
professional,thatthefacility mustundergomajorrenovationsorreplacement

As we previouslystated,it iscunentlyideally locatedin thegeographicalcenterofthe
Town. However,thespecificlocationofthepolicefacility is not amajorconcern.
Police patrols,for the mostpart, work in the field andthereforeresponsetime in not
seriouslyaffectedby the location of the facility. It is important, however,thatapolice
facility be at a location convenientto the public.

In addition, it makeslittle differencewhetherthefacility is a stand-alonefacility or a
combinedfacility with thefire department.Therearesomeeconomicaladvantagesof a
combined facility. For instance,the sharingofconferenceandtrainingroomsandevena
physical fitnesscentercanbe accommodated.In addition, a combinedcommunications
centercanbe includedaspartofthe complex. Nevertheless,itis importantto recognize
theimportanceofidentity to policeandfire personnelandthedesignof acombined
facility should accommodatethis factor.

We havesoughtpreliminary information regardingspaceneedsofa departmentthis size
and basedon our preliminary information, we suggestthatfrom 18,000-23000squarefeet
of spaceis requiredfor a stand-alonefacility.

Equipment and Vehicles

The Police Department is equippedwith the basicequipmentto performits job in a safe
andeffectivemanner.In general,theequipmentis in needof updating. For example,the
bookkeepingprocessshouldincludedigital photographsandinklessfingerprint5 thatare
integratedinto theautomatedmanagementinformationsystem.Sufficientcomputer
terminalsand printersshouldbeprovidedandconvenientlylocatedthroughoutthe
facility in appropriate work areas.Criminal investigatorshavethe basic equipment
requiredbut here again,equipmentsuchaslab equipment,digital, andvideocamerasis
in needof updating.

The departmentisassignedthirteen(13)vehicles.Thevehiclesarewell maintainedby
theDepartmentofPublicWorks. Mileageon thesevehiclesrangesfrom 12,500to 82,000
(11/16/99).Vehiclesarereplacedon arotating3-3-2 schedule.At presentthedepartment
hasthree(3) unmarkedvehicles.Theyareusedby detectives,when officers attend
schoolsand for other administrativepurposes.Therefore,oftentimes,no unmarked
vehiclesareavailablefor policeuse.
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Recommendation:

1. The Town should proceedaheadwith the construction of a new police facility.
2. This facility should contain dispatch servicesfor both the police and fire and

EMS functions.
3. The town should explore the possibility of constructing a combinedpolice and

fire facility locatedat the current policestation site.
4. A departmentcapital equipment plan should be prepared reflecting the

equipmentneedsof the departmentfor a 5-yearperiodto updateor replace
outmodedequipmentandto acquire new, state-of-the-anequipment.

5. The department should considerretaininganother vehicleat the next time of
rotation or changethe policy governing useofunmarked vehiclesfor non-police
purposesto alleviate this problem.
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EXECUTiVE SUMMARY

TheActon Police Department consistsofmanytalentedandambitious policeofficers.
However, the department is not realizing the potential oftheseofficers dueprimarily
to a lack ofvision and leadership.

The department is not beingmanagedon a regularbasisin accordancewith its own
directives,which were in large partfoundto becontemporaryand consistentwith
generallyacceptedpolicepractices.Personneldeploymenthasoftenbeenmanaged
basedon what appearsto intuition ratherthan analysisof activity levelsor with a
plannedobjectivein mind.

The generaldisregard ofpolicies andproceduresleavespersonnelwithout proper
guidanceandparameterswithin whichtheymustoperate.Sick and injury leave is
reportedlyat an averageofseven(7) daysperemployeeperyear.Researchhas
indicatedthatanemployeewith six (6) or more daysofsickleaveperyear isoften
consideredchronicallyill. Employeesdo not appearto be chronicallyill, therefore,
one can reasonablyconcludethat this situationisdueto the internal culturethat
manifestsitselfthroughlax discipline,poorwork attitudes,andhabits.

The best overall description ofthe Acton Police Department is “statusquo.” The
department is in needofstrong, effectivemanagementto enable this departmentto
functionasahighly skilled,efficient operation.
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OPERATIONAL & STAFFING ANALYSIS

FIRE DEPARTMENT



FIRE DEPARTMENT

I. INTRODUCTION

The Acton Fire Department is a full servicefire/rescueorganization. The department
serves19,000 customers in a 21 squaremile area. The department employs forty-two
(42) full time sworn personnelandone (1) full time secretary. The department also has
two (2) on-call firefighters and numerous auxiliary firefighterswho alsoaremembersof
the town’s EmergencyManagementAgency. Pleaseseethe enclosedorganizationalchart
for furtherdetails.

Personnelandapparatusare dispatchedfrom three (3) fire stations in the community.
Surveyresultscoupledwith employeeinterviewsand site visits find strengthsand areas
thatneedto be improved. Someareasof neededimprovement will have cost impactand
other needed improvementswill be accomplishedas district stations. The department
respondedto 7,235 unitsofactivity in 1999 brokeninto callsfor service(4,108),andin-
serviceactivities (3,127). Therewere 409AdvancedLife Support(ALS) callsin 1999of
which 199 were billable calls.

An employeesurvey was conductedaspart of the study. Survey resultscoupled with
employeeinterviewsprovided the consultantswith a picture of the fire departmentthat
canbestbedescribedasan organizationthathassignificantpotential,but has significant
organizationalneedsthat requireimmediateattention.
II. EMERGENCY SERVICES DWISION (OPERATION and

MANAGEMENT)

COMMAND

The overall commandof the Acton Fire Departmentlies with the Chief ofDepartment.
Secondin commandof theorganizationis the DeputyFireChiefwho alsomanagesthe
Fire Prevention program. Assisting in the Administrative Division is the Fire
Department’sSecretary. The Fire Chief isnot a “strong” chiefnor a “weak” chief, buta
“charter” chiefwho reports to the Town Manager. The organizationflows from the
Administration Division to the Emergency ServicesDivision, which is made up of a
Captain, Lieutenants,and Firefighters. The physical layout of the Administrative
Division housedon the secondfloor of Station 3, headquartersdoesnot lend itself to a
goodmanagementstructureor flow ofwork. The DeputyChief, Shift Commanderand
Secretaryare locatedat one endofthebuilding and theChiefis locatedat theotherend.
The workstation of the Secretary createsa negative imageto citizen customersas the
Shift Commandefsbed is directly behind the Secretary’sworkstation. The Secretaryis
the last contactby citizens upon entering headquartersand should be no more that the
secondcontact. There is no administrativeconferenceroomwherestaffmeetingscould
be held. During examinationof documents provided, very few StandardOperating
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Guidelineswere found. Telephoniccommunicationswerefound to be out datedand not
conducive to the provision of efficient internal and externaloperationsas well as good
customerservice.

The current command structure is standardfor a Fire Departmentandis properfor the
sizeof the communityanddepartmentthatwe are examining. The Shift Commander is
assigneda vehicle in order to facilitate the monitoring of the department’s human
resourcesand equipment locatedat variousstationsand to commandincidentsin their
initial stagesuntil relievedby ahigher-rankingofficer.

RECOMMENDATIONS

1. The Chief must become more assertive in the management of the
organization.

2. Weeklystaffmeetingsof the Administrative Division should be conductedto
keep all membersof the division informed which will establisha team
oriented managementstyle. It is optional to include the on-duty Shift
Commander.

3. The dormitory spacefor the Shift Commander should be partitionedoff to
create a separation from the Secretary’sworkstation. This should be
accomplishedimmediately.

4. At least two more telephone lines should be added at headquartersto
improve effectiveness and quality customer service: one (1) for Fire
Administration, andone(1) for Fire Prevention.

5. A Task Force should be initiated to evaluatethe second floor layout with the
potential remodeling of the second floor to create a more professional
appearanceand a betterworkflow.

6. In conjunction with #5, the Secretary’s workstation should be relocated to
greet customerswhen they arrive in the Administrative Division, as well as
the ready room for shift personneL

7. An internal Task Force should be assignedthe task of evaluating the current
S.O.P.’sfor updating and evaluatethe myriad of noticesand orders to create
additional policiesto guide the daily operation of the department.

8. The duties and responsibilities of the department’s secretarial position
should be re-evaluatedto include the schedulingof the Deputy’sappointment
for inspectionsandmeetings.

STAFFING

The staffmg level for each group is ten (10) consistingof one (1) Captain, (Shift
Commander), one (1) Lieutenant,and eight (8) Firefighters. All three- (3) stationsare
staffedon a 24/7 basiswith personnel working a 42-houraverageworkweek using the
scheduleoften-hourdaysandfourteen-hournights.
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One (1) firefighter is assignedfire alarm dutiesthus reducingthe on-duty staff available
for emergencyresponseto nine. Staff members indicateda concernregarding staffing
levels of the department. A significant problem as it pertainsto staffing levels of the
department is the excessiveamountofsick leavethat isbeing taken. Using the standard
ofa sick dayequatingto 12 hours, the following is noted: In fiscal 1999,the heaviestuser
took 37.7 sick days. Sevenemployeesused between20 and 37.7 days of sick leave
representing 2,349hours of lost productivity. An additional 16 personnelusedbetween
10 and20 days of sick leaverepresenting 2,810 hours of lost productivity. Twenty-one
(21) employeesusedbetweenzero (0) and nine (9) daysof sick leave representing 1,084
hours of lost productivity. Total hours usedamount to 6,243 hours of lost productivity.
Using the 42-hour week period for fIre fighting personnel, the total sick leave hours used
representsa loss equivalent to 2.85 firefightersfor the entire year. This level of sick
leaveusedis unacceptable.

SAFETY

Safetyis an attitudeandaphilosophyintendedto producea safeworkplaceenvironment
and safe emergency scenepractices. Certain unsafeconditions were noted in the
facilities sectionwith recommendations.The protectiveclothingandhelmetsappearedin
generallygoodconditionupon inspection. Fire apparatusis equippedwith seatbelts and
no one rides the back step. An Incident Command Policy exists,but the policy is not
beingusednor enforcedona regularor consistentbasis.

RECOMMENDATIONS

1. The protective clothing replacement program is ongoing with a number of
setsreplaced each year. This program should continue and fire-fighting
personnel should be updated on the proper care and maintenanceof their
protectiveclothing.

2. A seatbelt policy should be implemented to ensuremandatory use.
3. A backing-up policy shouldbe developedto ensuresafebacking-uppractices.

The Incident Command Policy must be used on all multi-company incidents
except the most basic ambulance/engineMedical Emergency, and if that
example escalates,the system is initiated. When the Incident Command
Systemis consistently used on the routine, it becomesroutine at the critical
incident

4. A Safety Committee should be established and should meet on a regular
basis. The committee should collaborate with Fire Administration in
developingsafepracticesensuring that policies pertaining to safety becomea
commitment The committee should review injuries and accidents with
recommendationsmadeto Fire Administration.

5. An internal Task Force consisting of management and rank and file
personnel should be established to research and draft a policy for an
Accountability Systemto track personnelat theincident scene.

TownofActon, Massachusetts
Final Report

PoliceandFireDepartmentOrganizationaland StaffingStudy
43



INSPECTION SERVICES

Inspection servicesare provided by the fire departmentin several areas. The Shift
CommandersandCompanyPersonnelconduct smokedetectorcertification inspections
(26F)pertainingto the purchaseandsaleofhomes. The Shift Commanders,the part-time
inspector, and the Deputy Fire Chief handlecodeenforcementinspectionsand response
to complaints. Currently, there areno regularinspectionsbeing conducted of business
establishmentsby district.
RECOMMENDATIONS

1. Provide inspector training for shift personnelvia the National Fire Academy
“hand off” program. This will increasethe proficiency of shift personnel
and addvalue to the organization.

2. Develop a Company Inspection Program via the fire districts in the
community. This type of inspectionprogram puts companypersonnel in the
field. Knowledge will be gained about the businessesinspected such as,
location of utilities, where the shut offs are located, are there hazardous
materials stored on the premises,what type of businessis it, how may shifts
operate at the business, are there significant life safety risks to be
encountered if there is an emergencyat the site. During an inspection, a
hazard or code violation may be uncovered in its early stage,preventing an
emergencyat a later date.

3. Decentralizetheinspectionprogramas much as possibleusing the Deputy
Fire Chief as thà overall coordinator ofthe program.

MUTUAL MD

Mutual Aid including line boxes in the Fire Service is one of the oldest forms of
regionalization in Municipal Government. Budget constraintsin the large grouping of
suburban fire & Rescueorganizations in the Commonwealth prevent all departments
procuring every type of equipment or apparatusneeded,hence,Mutual Aid. The Acton
Fire Department is part of district mutual aid network establishedby agreementwith all
appropriate communities. The mutual aid agreements have not been reviewed and
upgraded in some time. There are only a few “line box” agreementsin place at the
current time. Line boxesare a type of mutual aid that is automaticinsteadof requested
andareplaced at locationsthatare consideredto potentially“high risk” areas.

RECOMMENDATIONS

1. Reviewand update formal mutual agreements.
2. Dueto the growth of the community, it is recommendedthat Line box

assignmentsshould be reviewedand updated adding assignmentsif
necessary.Line boxesare a type of mutual aid that is automatic insteadof
requested. An examplewould be a manufacturing complex that is fairly
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closeto the town line that wold automatically receivean engineor ladder
company from the adjacent town on a box alarmassignment.

3. Hold runningcardassignmentsto five (5) alarmsand abovethe fifth alarm
utilize the StateFire Mobilization Plan. Running cardsare pre-programmed
response assignments. The response criteria are distributed tO all
participating communities.

ifi. EMERGENCY MEDICAL SERVICES

DEPLOYMENT

Emergency Medical Servicesare delivered by the Acton Fire Department at the Basic
Life Support, (B,L.S.) level with AdvancedLife Support,(A.L.S.) servicesprovided by
EmersonHospital via intercept procedures on an as neededbasis.As statedpreviously, in
1999 there were 409 AdvancedLife Support calls for serviceof which 199 were actual
billable calls.

The standardemergencymedicalservice(EMS) responseto a medicalemergencyisthe
ambulance,an engine company, Shift Commanderand an A.L.S. unit if necessary.
During this study, a substantiating reason or value has not been identified for the Shift
Commander to automatically respondto daily medicalemergencies. With a responseof
the ambulanceand an engine, it is responseof a minimum of four personnel from the
Acton Fire Department, plus two (2) from A.L.S. for a total of six (6) personnel: If
additional resourcesare needed, then the incident is expandingbeyond the scopeof a
standardmedicalemergencyandadditionalpersonnelshouldbe summoned.

Example:A motor vehicle accidentwith entrapment, three (3) injuries, anda vehicle
leaking fluids. This would mandate the responseofmultiple ambulances,an engine
company,specialhazardswith the Jaws ofLife andother rescuetools, the Shift
Commanderand an A.L.S. unitwith the mandatoryuseofthe Incident Command
System. The needis illustrated in the examplefor a Shift Commander to respondas
opposedto a report ofa fall on the icewith a possiblebroken arm.

RECOMMENDATIONS

1. Maintain a standard Medical Emergencyresponseof the ambulanceand the
closestEngine Company.

2. Deletethe responseofthe Shift Commanderunlessthe scopeofthe incident
exceedsthe responsecapability of the ambulance and engine. The Shift
Commander now hasadditional time to assignother activities to a Command
Offleer.

3. TheChiefof DepartmentandtheDeputy FireChiefshouldnot be required
to maintain E.M.T. status. As members of the Fire Department, they are
required to be First Responders.
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E.M.S.BILLING

A third party currently doesthebilling for E.M.S. from informationreceivedfrom the
FireDepartment.The collectionrateis between80-85%.The Town is currentlypayinga
flat collection rate of$14.40per bill collected.

RECOMMENDATIONS

1. The Fire Department must developprocedures to transmit billing data in a
more timely and consistentmanner in accordancewith other town billing
activities.

2. The Town should issue a Request for Proposal regarding the provision of
collection services for the Ambulance billing as well as other municipal
collection services.The Town should consider a percentage(%) method of
payment to encouragethe third partyto collectahigher percentageof bills.

lv. SUPPORT SERVICES

RECORDS MANAGEMENT

There is a serious shortfall in the record keepingfunction in the Emergency Services
Division. Primarily due to outmoded technologyin the Communications Division, Shift

j Commanders must manually maintain a daily log of shift activities. In addition, thereare
no Company Reports completed for emergency incidents, which the department
responds.

RECOMMENDATIONS

1. The Fire Department should immediately implement an incident reporting
systemfor all companies responding to all emergencyincidents. Incidents
must be documented by reports to record activities of the company,
equipment used,any injuries noted and for post incident critique purposes.
Documentation is alsorequired for any future legal aspectsof the incident.

2. Computer technology within the department should be improved
immediately in order to meet primary support serviceobjectives of record
keeping,documentation,and data managementaswell asoperational service
analysis and related facility, equipment, and manpower planning. The
current operating software (PAMET) is a DOS based systemthat unlike a
windows based operating system doesnot provide for timely and effective
managementof data that is vital to the operational effectivenessof the Fire
Department.
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Ii-

APPARATUSREPLACEMENTAND MAINTENANCE

The department to forecastand budget for apparatusreplacement usesa five- (5) year
capital improvementplan. Currently, one (1) command vehicle is a year behind its
regular replacementschedule, and an engine company is one (1) year behind its
scheduled replacement. The ladder truck was four (4) years behind its scheduled
replacementwhena newonewasprocured. To keep deferringreplacementof first line
units increasesthe costwhen replacementoccursandapparatusis maintainedin a first
line statuslongerthat is practicalandsafe.

Shift personnelperformthe currentfirst line maintenanceof apparatusand equipment.
Shoppersonnelat the town’s highwaydepartmentperformrepairsofvehiclesandroutine
maintenance. A shift commandercoordinates maintenance records and has the
responsibility to coordinatethe schedulingof repairs with the highway department.
Apparatushas preventive maintenance checksperformed on a weekly basis and the
appropriate forms are submittedto the coordinatingshift commander. Departmentstaff
checksradioson a daily basis.

RECOMMENDATIONS

1. The current process of all maintenance problems being channeled to one
shift commander should be discontinued. This process should be
decentralizedand assignedto all four (4) shift commanders for daily
notificationto andcoordinationwith theHighwayDepartment.

2. The maintenanceserviceprovided by the Highway Department of the Town
was found to be of a very high quality. Serviceis beingprovided in a timely,
and costeffective manner. Highway Department personnelassignedto work
on fire apparatus and support units should be encouraged to become
certified to repair and maintain emergency apparatus through available
channels. This would eliminate the necessityto send out vehicles for more
extensiverepair work.

3. Through its normal recruiting procedures, the Fire Department should
recruit and employ at least one Firefighter/E.M.T./Mechanic to enhancethe
maintenanceprogram in the Fire Department

V. FIRE STATION LOCATION AND APPARATUSDEPLOYMENT

The location of fire protectionfacilities and the deploymentabilities of emergency
units and personnelhousedin thosefacilities areparamountto providingadequateprotection to
the community. Fire stationshaveananticipated useful life of50 to 75 years,depending
uponthegrowthpatterns9f the community. Community boundariesarewell defined
with virtually no potential for anygrowthby annexation.Therefore, the sitingofnew
facilities is importantfrom the ISO perspectivefor fire defensegradingpurposes,
availability of land,preferably alreadymunicipalowned,neighborhood impact,and
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traffic. The threecurrentfacilities have beentraditionally identifiedas“district stations”.
) They werebuilt in 1951, 1958, and 1961 for the protection needsand technologyofthat era,

Population growth, shifts,and “mission creep” all are factors that may influence siting of
new facilities. The consulting team consideredthe option ofa fourthstation andfoundthatthere
no operationalbasisto supportthis option.

FIRE STATION FACILITIES OPTIONS

Option number one(1): no changefrom the currentpublic facility configuration.

2. Option number two (2): constructa new Police Stationwith no changein fire protection
facilities.

3. Option number three (3): constructa newPublic SafetyFacility, including Fire, Police,
Emergency Communicationsand Emergency Management. This option would also
include a new Fire sub-stationbeing built further towardsthe northwest sectionoftown,
which is the fastest growing sectionof town. It has becomeincreasingly commonplace
for communities to incorporate more than one public safety division into a new fire
station creating a neighborhood complexeffect. Those could include ffidiities such as a
sub-station for the Police Department, a branch library or branch recreation facility. If
the two (2) station option were to be developed,it is recommendedthat one (1) of the
three (3) current stationsbe retained by the Fire Department. It is recommendedthat this
facility be remodeledand up-dated to housea reserve pumper that could be staffed by
recall personnel reporting back to duty for significant incidentsor any type of storm
coverage.That facility could alsohousethe equipment assignedto the Acton Emergency
Management Agency, thus housing two agenciesin one structure then freeing up three
other municipal buildings for the use. If oneof current facilities were retainedunderthis
option, it would be un-staffedexcept in extraordinarycircumstances.

4. Option four (4): would have the entire town served from one (1) joint public safety
facility with one (1) existing fire station retained in a non-staffedmode,similar to option
three.

RECOMMENDATIONS

Why do anything if the three current stationswereto be retainedandremain in-
service,they would need to be enlargedand remodeledto a significantdegree.The lots
that the current facilities sit on do not lend themselvesto that type ofrestructuring.

It is recommendedthat Option 3 be adoptedby the Board of Selectmento construct a
new public safety facility and a new Fire sub-station, maintaining one of the existing
facilities in a non-staffedmodeaspreviously described. This option addressesthe capital
needsand concernsof the current Fire and Police Departments. It would put the joint
public safety facility in a reasonably central location, at the site of the current police
facility, for emergencyresponseand customer service utilizing primary roadways in the
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community and would get both the Fire Departmentand Police Departmentout of
buildingsthat have serveda useful life but are now out datedfor the currentand future
missionsof both departments.Theseslocationswould enablethe Town to provide fire
stationlocationsthatwill adequatelyservethe communityfor yearsto come, This option
would enhancetheEmergencyCommunicationsfunctionby establishingcentraldispatch
with a rapid and efficient dispatchof both public saibty departmentsand enhancethe
team concept. There appearsto be suitabletown-ownedproperty to constructboth
facilities and the town would also benefit from the sharedareasand functions in the
facility, including central dispatch, (staffed by civilians), weilness facility, master
conference,trainingandcommunityrooms,utilities andparking.

It is estimatedthatapproximately40,000squarefeetwill be requiredfor a fire andpolice
sharedfacility including walls andcirculation.An estimatedconstructioncostof $148
persquarefoot would resultin anestimatedcostof $6 million.

The estimatedcostof a standalone fire facility (9,800 squarefeet) at $140 per square
footwould be approximately $1,372,000.
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FACILiTY PROFILE

FIRE STATION ONE: This facility wasbuilt in 1951 andsitson 108acresof land.
Full strengthstaffingincludesaLieutenantandthreeFirefighters.The stationhousesthe
following apparatus:

Rescue33, a 1997B-Oneambulanceon a Freightliner chassis
Engine22,a 1988FordfE-One1250pumper
ReserveEngine23,a1977Hendrickson1250pumper,reconditioned1988
Car33, the FireAlarm Maintenancetruck

Thisstationhasthree(3) apparatusstalls; thecenterstall is doubleentiy. This stationhasa
critical traffic safetyproblemuponleavingthestationfor anyreasonandturningleft. All
woodenoverheaddoors needto be replaced with lighterweightinsulateddoorsthatcomply
with federal safetystandards including the beam devicethat preventsthe door from closingif
thebeamis broken. The kitchenneedsto beupdatedandthe apparatusfloor needstobe
enlargedif the stationis to remainin-service. The facility needsto be brought in full A.D.A.
compliance.

FIRESTATION TWO: This facility wasbuilt in 1961 andsits on 1.5 acresofland. It is
staffedwith two (2) firefightersandhousesthe following apparatus:

Engine26, a Ford/B-One 1250pumper
Ladder28, a 1993 Smealquintwith a 105’ aerialand a 1500 G.P.M. pump

This station hastwo (2) apparatusstallsandboth aredoubleentry. The apparatusfloor is in
needof repair from deterioration ofan old under floor heatingsystem. The station hasan
emergencygenerator,but is not an automatic start if thereisapowerfailure. The wooden
overheaddoorsneedto be replacedwith lighterweightinsulateddoorsthatcomply with
federalsafetystandardsincludingthe beam devicethatpreventsthedoor from beingclosedif
thebeamis broken. Thekitchenneedsto be updatedwith newcabinetxy. The secondfloor
is underutilizedwhencomparedtothe other two stations.The rearwall could be “bumped
out” to create a fhll secondfloor to establisha newhome for the Administrative Division as
an option. Weatherproofingneedsto be done to the buildingfor energyconservation.

FIRE STATION THREE:This facility wasbuilt in 1958and sits on 1.25 acresofland.

This stationis staffedat full strengthwith a Captainand three (3) Firefighters. The station
housesthe following apparatus:

Engine24, 1988E-OnePumper
ReserveEngine21, a 1975 Maxim 1000G.P.ML pumper,(reconditioned1993)
SH-29,a 1986Chevrolet SpecialHazardsUnit
Car31,a 1995Ford Crown Victoria assignedto theDeputyFireChief
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Car 30, a 1994ChevroletBlazer assignedto the Shift Commander
C-l, a 1992Crown Victoria assignedtothe Chief
MI-, a 1995 Zodiac RescueCraft
1995 Boat Trailer

This facility housesthe EmergencyServicesDivision personnelaswell asthe Administrative
Division consistingofthe ChiefofDepartment,Deputy Fire Chief, and the Fire Department
Secretary. The apparatusfloor needsrepair dueto deterioration from an old under floor
heatingsystem. The woodenoverheaddoorsneedto be replacedwith new lightweight
insulateddoors thatcomply with Federalsafetystandardsincluding the beamdevicethat
preventsthe door from being closedif the beamisbroken, The apparatusstallsare
overcrowdedto the extentthatno passagewayexistsbetweenthe specialhazards unit, rescue
craft, andreserveengine. This is neither safenor çfficient andis not conduciveto preventive
maintenancefunctions.

The secondfloor, which housesthe Administrative Division andstaffliving quarters, is laid
out verypoorly and needsimmediateattention. The floor plan doesnot lend itselfto
efficientcommunicationsand flow ofwork. The secretary and the DeputyChief
areon one end ofthe building andthe Chief ison the other end. The secretary is the last
citizencontactwhen entering the Administrative Division and shouldbe the first There is
no conferenceroom where staffmeeting or conferenceswith citizenscould be conducted.
The workstation ofthe secretary createsa negative imageto citizen customersasthe shift
commander’sbed id directly behind the secretary’swork station. An immediateremedyof
thatsituationshould be undertakenby the useoftemporaryoffice panelsby order ofthe
Chief The kitchen needsto be updatedand there is potential for expansionofthe second
floor. All stationsneedto bebroughtinto full ADA Compliance.

VI. COMMUNICATIONS

CommunicationsFunction

Both dispatch and radio are currently achievedby a Firefighter on shift assignedto the
“desk”. The Fire Department formally had dedicated dispatchers,but througha RIF, they
were laid off and have not beenreplaced. The conceptofhaving a firefighter on the desk is
not cost effective from an hourly wage and responsibility perspective and removes a
firefighter from availability to deliver emergencyservicesand the varied support functions

RECOMMENDATIONS

1. The townshouldusecivilian dispatchersin theFireDepartment.This will
havean immediate positive operational impact in the EmergencyServices
Division by freeing four (4) firefighter/dispatchers to dedicatetheir time to
the provision ofemergencyservicesand support functions. This will aid in
effortsto comply with the2 in 2 out standard on the fire ground.
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2. That standard requires two fire-fighting personnelto be on the exterior for
rescuecapabilitiesbeforea two-person entry advancing an attack line to the
interior of the structure.

3. Whenevera public safetyfacility is constructed,thatcivilian dispatcher
would meld into thejoint communicationsoperation.

4. Thedepartmentshouldbeprovidedsufficientfundsto obtainportable
radios to equip all firefighters with their own portable radio. The
department currently has16 IJIIIIF portable radios that are the Motorola
HT1000 modeL They are awaiting delivery of a current order of nine (9)
additional radios. This would require the purchaseof 17 additional radios.
At $800per radio, that representsan investmentof$13,600in operational
safety that is the prevailing criteria for the individual assignmentofportable
radios.

CENTRAL DISPATCH

Centraldispatch, properly administeredand supervisedis a tremendoustool for the
dispatchandcoordinationofpublic safetyresourcesfromthemostbasicresponseto a
major incident involving multiple agenciesandmultiple jurisdictions utilizing the
conceptsofunified command. Staffinglevelsofthe civilian dispatchersto bedetermined
by theaverageworkloadofboth departments.
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RECOMMENDATIONS

1. The communicationscenter should be a securefacility in a neutral zonein the
public safety facility. By siting it at the rearofthe lobby in a public safety
facility, dispatchersalsofunction as the first customerservicecontact to greet
customersand provide directions when necessary.Bulletproof glassand walls
provide security.

2. The responsibility of the Policeand Fire Chiefswould be to ensurethat up-to-
date department proceduresand protocols for both departments are in the
possessionof thedispatchersfor smoothcenteroperationsand servicedelivery.
Regular meetingwith thesupervisingdispatcherwill enhancetheoperationsand
the teamwork concept

3. Supervisionof the centershould be the responsibility of the supervising
dispatcher. That personnot only hasthe responsibility of supervision,but is also
liaison betweenthe dispatchersand both departments.

VII. EMERGENCY MANAGEMENT

EmergencyManagementis the title andfunctionthatreplaceswhatwasknownasCivilian
Defense. Ratherthan preparingfor the “big one”, the focus is now onstormandhazard
preparedness,A major responsibilityis thecontinualupdatingofthe Comprehensive
EmergencyManagementPlan andcertificationoftheLocal EmergencyPlanningCommittee
(LEPC)to ensureeligibility for federalfinds in caseofa disaster.

RECOMMENDATIONS

1. After certainmanagementdeficienciesasstatedin this reportareaddressed
in the Fire Department it is recommendedthat the Fire Chief be named the
Acton EmergencyManagementAgencyDirector. This Is a natural flow in
many communitiesin the Commonwealth. Emergencyeventsthat are
respondedto and managedby the Fire Department are eventsthat supported
by both MIEMA and FEMA if necessary.The support functions availableto
Fire Departmentssuch as the StateFire Mobilization Plan are supported by
MEMA.

2. Without responsibilityfor the EmergencyManagementAgency, theFire
Department should not be responsiblefor the updating of the
ComprehensiveEmergencyManagementPlan. That is a time consuming
comprehensiveundertaking that requires considerableteamwork, research,
and community contacts.
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EXECUTIVE SUMMARY

The ActonFireDepartmentis a full servicemunicipal fire andrescueorganization. It is
basicallya goodorganizationthathastheopportunityto becomean excellentorganization.
The resultsofthe employeesurvey were quite frank and laid it onthe line in severalareas.
Thereis frustrationwithin therankandfile with both FireAdministrationandthe
Town Administration. This is all right as longasmembersofthe departmentarewilling to
bepartofthe solution andare willing to takepartin maintainingcurrentstrengthsand
teamingwith FireAdministrationto addressweaknessesandbuild them into strength Fire
Administrationmust becomemore aggressivein the overall managementofthe department
and establishteam-building processesthattap the expertiseofindividuals. The rank and
file is concernedaboutstaffinglevels. Thosestaffing levelsare critically impactedbythe
absoluteexcessiveuseofsick leave.

The messagemustget throughthatsickleave is not a benefit,rightor privilege, but in
fact is aninsurancepolicy for non-serviceconnecteddisabilitywhetherthroughsicknessor
injury. Fire administrationmustkeepstaffapprisedofeventsthroughregularmeetingsand
notices.

The IncidentCommandSystemis oneofthemosteffectivemanagementtools availableto
fire departments.It eliminatesfreelancingand promotessafetythroughincident management
andaccountability.Whenit is consistentlyusedontheroutine,it becomesroutineand
critical.

There havebeenconcerns expressedregarding the lack of technologywithin thedepartment
andthoseconcernsarewell founded. The telephonesystemand the current computersare
excellentexamples. The facilities are in dire needof repairand refurbishing. Whatever
directionthetowntakesregardingnewfacilities will work to resolvethat issue. There are
certainsituationsidentified in thisreportthatmust have immediateattention. Response
strategiesneedto bere-evaluatedto deploytheappropriatehumanresourcesto the
emergencyincident. Civilian dispatchersareessentialto puttingfour (4) firefightersbackon
line to improve the fire department’semergencyresponsecapability.

TheFireDepartmentneedsto broadenemployee“buy in”to theprogramsandactivitiesand
developa managementapproachthatsupportsthis — afterthe factA basicparticipatoryor
teammanagementapproach can facilitatethisoncea long-rangeplan is developedin the
strategicplanningprocessandgoals/objectivesprioritizedfor individualsandthe department
Specificassignmentsshouldbe developedfor all departmentpersonnel.The following
approachcould be takenwhich increasesinvolvementin departmentalmanagementwhile
minimizingovertime:

- Designateshift and station responsibilities for specificmanagementitems
(e.g. training,apparatusreplacement,EMS review, departmentpolicy review
etc.).
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- Rave Captains andFirefighterswork in teamsto researchand develop
operationor programalternatives.

- Supportthese“committees”by committingto implement findings,
conclusionsand recommendationswithin budgetary constiaints.

- Developaccountability mechanismsand communicationmeasuresto monitor
theseactivitiesfor all departmentalpersonnel.

A management-trainingprogramneedsto bedevelopedandavailablefor all command
staffand including specific required topics and time commitments.

Approaches to managingtheDepartmentneedsto be re-evaluatedto increasethebuy-in
to the conceptofchange.Manydepartmentshave increasedthechancesof successof
changeif all employeesare brought into solvingthe problems and madeto feel a part of
the solution.

As statedin thereport,theTown needsto makesomechangesto its currentfacilities in
order to maintainoperationaleffectiveness.It is the opinionoftheconsultantsthattwo
(2) stations:oneacombinedfacility (policeand fire) with centralized,civilian dispatch
andtheotherstationlocatedin thenortherlysectionoftown asanunmannedstation.

It isestimatedthatacombinedpolice andfire facility dependinguponthesquarefootage
andconfiguration(numberof fire apparatus,trainingareasetc) maycostasmuch
$6 million. A general square footagecost for a public safetyfacility is approximately
$148persquarefoot.
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ADDENDUM



TOWNOF ACTON

POLICE DEPARTMENT REPORT

SIJMMARY OF CONCLUSIONS

L PATROL OPERATIONS

A. Thatthe departmentconductperiodicanalysisofits currentdistributionofthe
patrolforceconsistentwith Departmentdirectivesandmakeadjustments
accordingly.This analysis shouldinclude a workload assessmentofthe patrol
precinctsandboundariesofpatrol areas. The patrol precinctsshouldbe
adjustedasrequiredto assurean evendistributionofworkload.

B. Departmentpoliciesrelativeto theuseofdepartment equipmentandvehicles
shouldbe adheredto andupdatedon a regularbasis,It is recommendedthat
the Acting Chief immediatelydirectthe CommandStaff to conductareview
of all departmentpolicies,procedures,rulesand regulationsand thatthe
Acting Chiefproposerevisionsasrequiredaswell asrequirestrict adherence
to them.

C. At thepresenttime, crimecontrolstrategiesandpersonneldeploymentis
largely basedon intuition andpersonnelpreference. It is recommendedthat
the department thoroughly analyzestatistical dataoncrimeandother relevant
dataand solicit citizeninput to establish the foundationfor the
implementationofcrimepreventionandcontrol,traffic andother police
strategies.

D. Theconsultantscompleteda “Committed Time Analysis” which wasderived
from availabledata.Consequently,it is the conclusionoftheconsultantsthat
no additionalpatrol staffingiswarrantedatthis time.

IL DJVESTIGATIONS

A. Retain a Sergeantin chargeof“investigations andconsolidateDetective
Division with the SpecialServicesDivision.

B. A core oftwo (2) detectivesbe assignedto this unit but an evaluation should
be conductedofthe currentand projectedinvestigationworkloadin orderto
determineappropriatestaffingfor this unit.

C. Implement casescreeningproceduresusingsolvability factors or other
criteria. Thereis no internal statistical information availableto determinethe
solutionrateofcasesassignedto this divisionor to individual detectivesand
therefore the consultantswereunableto determinetheeffectivenessofthe
division or its members.

D. Implement an expandedon-goingspecializedinvestigativetrainingprogram.
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Ui. SPECIALSERVICESDIVISION

A. Staffing:Hire one(1) additionalclerical staffperson.The department
currently operateswith one (1) flill-tinie clerical position.Thisdoesnot
provide sufficient clerical support to maintainproperclericalsupport
activities.This will enableclerical stafftobe assignedto providesupportto
eachoperationaldivision (Patrol and SpecializedServices),to providetrained
back up support to provide for the continuityofclerical servicesand to enable
police officers,who are currentlyrequiredto performclerical tasksto devote
more oftheir time andattentionappropriatelyto policeenforcementtasks.

B. A Central RecordsUnit shouldbe establishedto ensurethe integrityofthe
records system.Writtenpoliciesandpoliciesshouldbe establishedgoverning
the recordsmanagementfunction. It shouldbe noted that the lack of a central
recordsunit is due in partto the facility andlack ofadequateclerical staffing.

C. Evidencerecordsshouldbebarcodedto assuremoreaccuraterecordkeeping.
D. The department’smanagementinformationsystem(PAMET) shouldbe

upgraded to enabletheintegrationoffiled reportingand computer aided
dispatchcomponentallowing for directaccessto the systemfrom the field.
There is alsoa lack ofavailable hardware;PC’s andprintersefficiently located
in the departmentparticularlyin the dispatchand investigationsunitareas.

IV. ORGANIZATIONAL MANAGEMENT (STRUCTUREAND STAFFING)

& Reorganizethe departmentfrom three(3) divisions(UniformedPatrol,
Detective,andSpecialServices)in to two (2) divisions: UNIFORM
PATROL AND SUPPORT SERVICES eachheadedby a Lieutenant.See
attachedorganizationcharts).B. Eliminatethe Traffic Sectionasaspecialty
unit andrequire~jLpatrolunitsto run radar andbecomedirectly involved in
traffic enforcementactivities.

B. Consolidatethe DetectiveDivision into the Support ServicesDivision. The
proposedorganizationalstructurewould consistofa Chief andtwo (2)
divisions;eachheadedby aLieutenantandtheDetectiveSergeantreporting
directly to a Lieutenantrather than the Chief. This will resultin the delegation
of authorityin a more equitablemanner.

C. The Prosecutorshouldreportto theSupportServicesDivision Commander.
D. Establishatwo officer “overlap shift” to work flexiblework hoursduring

peakactivity periods.
E. Determineneedfor athedevelopmentofa traffic accident“Reconstructionist”

andother specializedtraffic training,andif warranted,include such trainingin
the training plan.

F. Departmentpoliciesandproceduresareconsistentwith generallyaccepted
police practices.However, the department isnot beingmanagedin accordance
with its o~directives.
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G. Sick and injury leave is reportedly at an averageof7 daysperemployeeper
year.Researchindicatesthatan employeewith 6 ormoredaysofsickleave
peryear is consideredchronically ill. It is recommendedthatthe Town
establishaleave-monitoringprogramincludingthetakingofdisciplinary
actionwhenwarranted.

H. Thedepartmentshoulddevelopan annualtrainingplan to assessthe
individual anddepartment-widetrainingneeds.

I. The departmentshould actively seekstateaccreditation

Equipment and PoliceVehicleOperationandMaintenance

A. The PoliceDepartment is well equippedwith the basictools to dothejob;
however, in generalthe equipment is in needofupdating.

B. Bookkeepingprocessshouldincludedigital photographs,inklessfingerprints
integrated into an automatedmanagementinformation,all evidenceshouldbe
barcoded.

C. Departmentvehiclesare well maintainedandarebeingreplacedon a regular
basis.

D. At the present time three(3), unmarkedvehiclesare insufficient.Oftentimes
no unmarkedvehicle is available for use.It is recommendedthatthe
departmentretainanadditionalvehicle perhapsat the nextvehiclerotation.

E. It is recommendedthat the departmentdevelop anequipment maintenanceand
replacementmasterplan.

V. CommunicationsCenter

A. Thecommunicationscenteris equippedwith moderncommunications
equipment;howeverthelayoutofthecenteris inefficient andshouldbe
reconfiguredto allow for improvedworkproductivityand efficiencies.

B. The current levelof staffing is adequateto handlethe workload.
C. Departmentshouldimplementa structuredtrainingprogramfor new

dispatchersaswell as on-goingtraining for regularpersonnel.
D. The town shouldpursue the conceptofa consolidatedpublic safety

communicationscenterthatdispatchesfor police, fire, andEMS underthe
operationalcontrolofthe Police Department.

IlL Police Facffity

A. The current facility is ideally locatedbut isoutmodedanddysfunctional.
Virtually every sectionofthe facility is poorfrom an aestheticandfunctional
perspective.This condition effectsthe work safetyandmoraleofthe
employees.

B. The town shouldpursue the conceptof acombinedpolice andfire facility. We
would recommendthatapproximately18,000-23,000squarefeetof spaceis
requiredfor a stand-alonefacility.
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TOWN OFACTON

FIRE DEPARTMENTREPORT

SUMMARY OF CONCLUSIONS

L FIRE SUPPRESSION/FIELD OPERATIONS

A. In 1999,the fife department had 7,235units ofactivity broken into 4,108call
for serviceand 3,127in-serviceactivities.

B. Responsecapability and times ofthe department werefound to be
adequate.Virtually all partsofthe Town arereachablewithin 6 minutesof
detection.Initial first full alarmresponsewithin 8 minutes?

C. Virtually no call for servicenor responsecharacteristic statistical datacanbe
be easily achievedthroughthe PAMET systemusedby the department.

D. The departmenthassufficient staffresourcesto handlecurrentwork loadsand
andservicerequirementsat areasonablelevel ofservice.With areductionof
sick leaveand the return of four (4) firefighter/dispatchpositionsto the
EmergencyServicesDivision, the department will have a reasonablelevel of
staffresourcesto handlecurrentandprojectedworkloads.

E. The commandstructureofthe departmentis standardfor a communitythe
sizeofthe Town ofActon. The incident commandstructureis adheredto in
accordancewith departmentpolicy.

F. Departmentpoliciesshouldbe developedandadheredto relativeto theuseof
Departmentequipmentandvehicles.

G. An internaltaskforce shouldbe establishedan assignedthetaskof evaluating
and updating all currentstandardoperatingproceduresgoverningthe
operationofthe department.

H. All departmentpersonnelshouldbe involvedin fire preventionactivities.The
Department secretaryshouldbe assignedthe responsibility ofscheduling
appointmentsfor inspections.

I. The departmentshouldimplementamandatorycommercialinspection
program.

J. MutualAid Agreementswerefoundto be outdatedand therefore in immediate
needofupdating.

K. All line box assignmentsshouldbe reviewedand updatedadding assignments
if required.

L. Hold runningcard assignmentsto five (5)alarmsandbeyondthe fifth alarm
utilize the state fire mobilizationplan.Runningcardsarepreprogrammed
responseassignmentswith the first alarm,workingfire, second,third, fourth
andfifth alarmresponseassignments.

Ml The departmentshouldimplementan incidentcritiquereviewprocedureas
partof trainingprogram.Critiques of significantincidentsprovidean
opportunityto reviewthe incident in a non-emergencyenvironment to identil5’
operationaland/orpolicy changesthatshouldbe implemented.This technique
alsowill foster a “buy in” professionalmanagementapproach.

1



N. The departmenthasan effectivearrayofequipment andapparatusto servicea
town the sizeofActon in accordancewith aregularvehiclereplacement
schedule.

II. EMERGENCY MEDICAL SERVICES

A. Responsetimes andcapabilities for emergencymedical calls for BLS and
ALS servicewasfound to be adequate.BLS within 4-5minutesandALS with
6-8minutes.

B. As with Fire suppressionand prevention activities, the currentPAMET
Softwareis outdatedand not capableofproviding adequateinformation to
assessperformance;servicelevels,works load characteristicsetcand
therefore shouldbe updated with a Windows NT or comparable system
compatible with the Town-wide system.

C. All departmentpersonnelshouldbe crosstrained to functionin boththe fire
andEMS services.Currently 32 out of42 personnelare EMT certified.

D. The departmentusesa privatecompanyto collectEMS bills. A flat servicefee
of$ 14.50per bill collectedis paid. It is recommendedthatthe Townputthis
serviceoutto bid andthata percentagemethodof sçrvicefeebe considered.

B. Discontinuethe practice ofhaving the shift commanderautomatically respond
to emergencyincidents unlessthe scopeoftheincidentexceedstheresponse
capabilitiesofthe ambulanceand fire engine.

IlL SUPPORTSERVICES

A. Departmentsoftwareandhardwareis outdatedandnot capableof supporting
theoperationofthedepartmentin termsof recordkeeping,documentationand
datamanagement.ThePAMET systemshouldbe replacedandupgradedas
soonaspossible.Shift Commandersarecurrentlyrequiredto manually
maintain a daily logof shift activities and there are no companyreports
completedfor incidentsrespondedto.

B. The departmentshouldimplementanincidentreportingsystemfor all
companiesrespondingto emergencyincidents.

C. Apparatusand departmentequipment is maintained in a proper mannerin
accordancewith a five-(5) yearcapitalimprovementplan.

D. The currentprocessof all maintenanceproblems beingassignedto one (1)
Shift commander should be discontinuedand decentralizedto includemore
personnel.

IlL COMMUNICATIONS

A. The Town shouldutilize civilian dispatchersin the Fire Department.This will
have an immediate operationalimpactoffreeing four (4) full-time fire-
fighting personnelto dedicatetheir timeto the provision ofemergency
servicesandsupportfunctions.This will assistin the department’seffort to
comply with the 2 in and2 out standardon the fire ground. Thatstandard

2



requirestwo (2) fire fighting personnelto beoutsidefor rescuecapabilities
prior to atwo (2) personentryteamadvancingwith anattackline in to the
interiorofa structure.

B. It is recommendedthatin conjunction with the police department,the town
Should establishajoint public safetydispatchoperation.This wouldpresent
anopportunityto consolidatethedispatchingfunctionunderonecommand
andutilize existingdispatchpersonnelat minimal additionalcostto the town.
A joint taskforce ofPolice and Fire Department personnelshouldbe formed
to developapolicy manual governingthe operation ofajoint dispatch facility
and a detailed work load analysis conductedto determineproper staffing
levels and organizationstructureof thisfunction.

C. The communicationscenter shouldbe locatedin a so-called“neutralzone” in
the public safetyfacility.

D. The department should provide sufficient fundsto obtainsufficient portable
radiosto equip all fire fighterswith their own portableradio.The department
currentlyhas16 UHF portableradioswith nine (9) on order that are the
Motorola HT1000 model. There is a need for seventeen(17)additionalradios
with a total estimatedcostof$13,600or$800/radio.

IV. STATION FACILnthS

A. The consultantsconducteda comprehensiveanalysisofthe thee (3) existing
fife stationstaking into considerationthere location, physical condition,
functionality,and accessibility. The current facilities werebuilt in 1951, 1958,
and 1961 for the protectionneedsand technologyavailablein thatera.

B. It is the opinion ofthe consultantsthatall ofthe currentstationsarein needof
significant enlargementand remodelingin order to function effectively. There
is limited room internallyand/or externally for significant alterationsto be
made.The building lotsthat thecurrentfacilities occupydo not lend
themselvesto the type ofrestructuringrequired. Noneofthe facilitils is ADA
compliant

C. The consultantsconductedan analysisofFire emergencyand EMS service
demands.Basedupon this analysis,it is the recommendedthat the Town
pursue the useof two new(2) fire station facilities to be built on town-owned
property. It isproposedthatone(1) ofthe stationsbe constructedasajoint
public safetyfacility in conjunctionwith thePoliceDepartmentincluding
centraldispatch. This facility couldbe locatedon the sameland as the current
police station. The secondstationshouldbe locatedin the north sectionofthe
town on town-ownedproperty.This locationwill enablethe town to
adequatelyservicethe projected high growthareaof themtown.

D. It is recommendedthat the town continue to utilize oneofthe existingstations
to be determinedby the town to houseareservepumperfor call backfire
fighting personnelduring major emergencycondition. This facility should
alsohousethe emergencymanagementagencypersonnelandequipment. It is
recommendedthatthe Fire Chiefbe designatedas the headofthe Emergency
Managementfunction. Thetwo stationsasrecommendedwill provided

3



adequatelocationsto servethetown in a safe,andeffectivemannerfor many

) years.

V. DEPARTMENTMANAGEMENT

A. STRATEGICPLANNiNG:

The FireDepartmentneedsto broadenemployee“buy in” to theprogramsand
activitiesanddevelopa managementapproach,which supportsthis — afterthe
fact. A basic participatory or team managementapproachcanfacilitate thisoncea
long-rangeplan is developedin the strategic planning processand
goals/objectivesprioritized for individuals andthe department. Specific
assignmentsshouldbe developedfor all departmentpersonnel.The following
approachcould be taken which increasesinvolvement in departmental
managementandincreasingcommunicationwithin the departmentwhile
minimizingovertime:

Designateshift andstationresponsibilitiesfor specificmanagementitems
(e.g. training, apparatusreplacement,EMS review, departmentpolicy review
etc.).

- Have CaptainsandFirefighterswork in teamsto researchanddevelop
operation or programalternatives.

- Support these“committees”by committingto implement fmdings,
conclusionsandrecommendations.

- Developaccountabilitymechanismsandcommunicationmeasurestomonitor
theseactivities for all departmentalpersonnel.

B. A managementtrainingprogramneedstobe developedandavailable for all
commandstaffandincluding specific required topicsandtime commitments.
Approachesto managingthe Departmentneedsto be re-evaluated to increase
the buy-in to theconceptofchange.Manydepartmentshaveincreasedthe
chances ofsuccessofchangeif all employeesare brought into solving the
problems.

C. An analysisofstaffing levelsrevealedthat the departmenthasexperiencedan
An extremelyhigh levelof sick leave.It is theconsultant’sopinionthatthis
hascontributedto currentstaffinglevelproblems. The total hours ofsick
leave usedin 1999representeda lossof2.85FFE fire fighters. The Town
shouldadopta leavemanagementprogramto trackandmonitor the useof
leave.

D. The PAMET managementinformation systemis inadequate andshould be
upgraded. In addition, thereare an inadequatenumberoftelephonelines
servingthe commandstation. It is recommendedthat two more telephone
linesbe installedone servingfire administrationand the other servingfire
prevention.

K The dormitory spacefor the shift commanderat headquarters, station 3 should
be partitioned off immediately providing proper privacyand separationof
living quartersfrom public areas.
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Town of Acton
Police Department

Current Organizational Chart

Traffic Section

Training

Detective Division

Criminal Investigation

Youth/Juvenile Section

I Court/Prosecutor

Special Services Division

L Administration

Internal Affairs

I J Civilian Employees

I Record

Chief of Police

j Uniformed Patrol Division

Day Shift

Shift Team #1

ShiftTeam#2

ShiftTeam#3 Dispatch Operations



Town of Aóton
Police Department

Recommended Organizational Chart

I Chief of Police
I I

Uniform Patrol Division

Lieutenant Commander
Training

Support Services Division

Lieutenant Commander
Administration/Internal Affairs

I I
Day Shift Criminal Investigation

Sergeant
Youth/Juvenile

I I
Shift Team

Shift Team #21

Shift Team

I
Overlap Shift

Prosecutor

Dispatch 1
[__Records



R-3-17-OO TOWN OE ACTON
FIRE DEPARTMENT

Maint. Apparatus
Coordinator

Capt. D. Copeland

Deputy Fire Chief
William M. Primiano

Fire Investigation
1-6

Group 1 Group 2

FUNCTIONAL AREAS

Group 3

1~

l--4

2 34~8

I HumagI~ I I II
I Resource I I Financial I Fire FirePreventionI FireControl & IManagement Investigation I Inspections I I ExtinguishmentI Management I _______________ _______________ _________________ __________________

l-E.M.T.-.2-Paramedic.-3-ljiveTeam-4-Haz-Mat Team-5-Mechanicr 6-Fire Investigator-i-Public Education-8-

Emergency
Medical
Servirec

USAR Team-9-Quartermaster

Fire Alarm
Maintenance

Training
Coordinator
Lt. D. Soar

1-9

5

‘-7

Group 4

I- 3

1-3-6

I

1-6-8

1-2

3

1-4

Administration

1-3

1-3
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Fire/PolicePersonnel

TOWN OF AaoN
Town Ma.naQer’s Office

472 Main Street
Acton, Massachusetts.01720

(978) 264-9612
Fax(978)264-9630

From:

RE:

Date:

DearEmployee:

Don Johnson

Public SafetyEmployeeSurvey

December8, 1999

The Town ofActon hasretainedthefirm ofBennettAssociatesto conductan organizational
reviewofthePolice andFire Departments.The intentofthis reviewis to increasethe
efficiency of providing public safetyoperationsin theTown ofActon.

In orderto assisttheconsultantsin gatheringinformation,it is proposedthata confidential
employeesurvey be conducted.Thesurveyinstrumentwill bedistributedto all permanent
full-time andpart-timestaffat thebeginningofthestudyso that results can be used in
assistingthe consultantsduring the analytical process.

In orderto assuretheutmostintegrity in conductingthesurvey,all surveyforms areto be
returneddirectly to theprojectteam’soffice in theenclosed,self-addressedenvelopes,

While therearecommonquestionsin thesurveyinstrumentthatapply to both police and fire
departments, the consultantshave also included questionsthat aredirectedat eachfunctional
areain orderto addressuniqueserviceissues.

Pleasenote that room has beenprovided for additional commentsand if you would like to
meetwith theconsultingteampleaseindicatethisrequeston the surveyform.

Your cooperationandsupportin completingthe surveyin apromptmanneris most
appreciated.Pleasedo nothesitateto let yourChiefor me know if you have anyquestionsor
concernsregardingthis matter.

Memo

To:

Town Manager

CC: Enclosure



Town of Acton Organization Survey

1. My
department
providesahigh
levelof service
toitsvarious
customers. 1 2 3 4 5 6 7 8 9 10 11 N/A

POLICE 0% 0% 0% 0% 0% 12% 13% 0% 25% 25% 25%

FIRE 5% 5% 0% 0% 5% 0% 11% 0% 28% 23% 23%

Strongly Strongly
Disagree Neutral Agree

2. The citizensand
businessesin Acton
generallysupport
the department in
its work and needs.

1 2 3 4 5 6 7 8 9 10 NI

POLICE 0% 0% 0% 12.5% 0% 0% 12.5% 50% 12.5% 12.5%

FIRE

0% 0% 5% 0% 5% 0% 0% 31% 27% 31%

Town of Acton
BennettAssociates

I

I



Town of Acton OrganizationSurvey

Strongly
Disagree

Strongly
Agree

Strongly
Agree

Town of Acton
Bennett Associates

2

Strongly
Disagree Neutral

3. Customerservice
isgivenahigh
priority in the
department.

1 2 3 4 5 6 7

.

8 9 10 N/A

POLICE 0% 0% 0% 12% 13% 0% 0% 0% 25% 50%

FIRE 17% 0% 5% 12% 0% 5% 5% 17% 22% 19%

Neutral
4.My
department does
a good job
keeping me
informed about
new
developments. 1 2 3 4 5 6. 7 8 9 10 N/A

POUCE 0% 0% 12% 0% 13% 25% 12% 25% 13% 0%

FIRE 17% 11% 5% 5% 5% 12% 6% 0% 0% 6%



Town of Acton Organization Survey

Town of Acton
Bennett Associates

3

Strongly
Disagree Neutral

Strongly
A ~ree

5. My
department
doesa good
job utilizing
technology

1 2 3 4 5 6 7 8 9 10 N/A

50% 0% 0% 12% 0% 13% 12% 0% 13% 50% 0%

FIRE 39% 0% 11% 17% 17% 5% 0% 5% 5% 0%



Town of Acton OrganizationSurvey

Strongly
Disa’zree

Strongly
AgreeNeutral

6. In my department

wedoagood job
planning and
schedulingwork.

1

.

2 3

.

4 5 6 7 8

.

9 10 N/A

POLICE 0% 0% 12% 0% 25% 13% 13% 13% 13% 12%

FIRE 33% 5% 13% 12% 5% 22% 0% 0% 5% 0%

7. Pleasecheck
onestatement
which best
describesyour
attitudetoward
yourworkload,

Justaboutthe
right balance
betweentime
available and
the amountof
work,

I could handle
more work
without being
overloaded,

.

I am always
overloaded.I
cannevercatch
up.

Sometimesmy
workload isheavybut
most of the time I can
keepup.

POLICE 0% 38% 0% 62%

FIRE ‘ 28% 44% 0% 28%

I
Town of Acton

BennettAssociates
4



Town ofActon OrganizationSurvey

8. Pleasecheckthe
statementthat most
closelycharacterizes
the services
provided by your
department.

Cuttingedge-
the leaderin
the area.

About
average
levelsof
service,

Progressive
And

innovative

Better
than
most
that I am
familiar
with

Behind
the
times

No
opinion

POLICE 12% 25% 0% 38% 25% 0%

FIRE 0% 40% 0% 50% 5% 5%

TownofActon
Bennett Associates

5



Town of Acton Organization Survey

TownofActon
BennettAssociates

6

Poor Fair Good Excellent

FIRE 1 2 3 4 5 6 7 8 9 10
Responsetimes- medical
emergencies. 0% 0% 0% 0% 5% 5% 5% 23% 39% 23%

Responsetimes to working
alarmsof fire. 0% 0% 0% 0% 5% 0% 11% 22% 39% 23%

Adequacy of stafffor a
alarm responseto structure
fires.

67% 28% 5% 0% 0% 0% 0% 0% 0% 0%

Accuracy/responsivenessof
dispatchservices. 0% 0% 5% 10% 27% 11% 5% 22% 10% 10%

Preventioninformationand
training 28% 11% 28% 11% 5% 17% 0% 0% 0% 0%

Firepreventionservices;
useofcompanypersonnel. 50% 39% 5% 0% 0% 0% 6% 0% 0% 0%

Codeenforcementand
inspections. 39% 5% 0% 11% 0% 12% 16% 12% 5% 0%

Quality of in-housetraining
for emergencyresponse

,

33% 33% 11% 5% 0% 13% 5% 0% 0% 0%

Trainingandresponseto
technicalrescueincidents.
(Extractionwater,confined
space,high andlow angle
rescue).

28% 28% 5% 5% 0% 17% 17 0% 0% 0%

Quality of Equipment and Facilities
First line fire apparatus

28% 28% 0% 13% 13% 0% 12% 6% 0% 0%
Firstline medicalunits

5% 0% 5% 0% 5% 11% 5% 28% 33% 8%

Firefighterequipment 12% 6% 0% 0% 6% 16% 16%, 28% 16% 0%

Fire stationlocations
22% 0% 5% 11% 11% 22% 16% 13% 0% 0%

Fire station condition
22% 6% 16% 6% 10% 28% 6% 0% 6% 0%

Firefighterprotective
clothing.

0% 0% 12% 0% 0% 0% 22% 22% 22% 22%

Training& Responseto
hazardousmaterialevents •4T. 6% 0% 12% 12% 16% 10% 0% 0%

,

‘0%



Town of Acton OrganizationSurvey

Poor Fair Good Excellent

POLICE 1 2 3 4 5 6 7 8 9 10
Responsetimesto calls
forservice. 0% 0% 0% 0% 12% 0% 25% 12% 38% 13%
Availability ofbackup.

0% 0% 0% 0% 0% 38%
.

25% 0% 12% 25%

Departmentcapability
to enforceselected
targets.

0% 0%

0%

12% 12% 0% 12% 13% 13% 13% 25%
~
.

12%
Amountofproactive
time in the field. 0% 0% 25% 0% 25% 38% 0% 0%

The wayofficers deal
with citizen requests
for service

0% 0% 0% 0% 12% 12% 0% 38% 38% 0%

Follow-up
investigations. 0% 0% 0% 12% 12% 13% 0% 13% 25% 25%

Leveloftraffic
enforcement. 0% 0% 0% 0% 0% 12% 50% 25% 13% 0%
Accuracyand
responsivenessof
dispatch services.

0% 0%

0%

0% 0% 0% 25% 38% 0% 25% 12%

Availability and
contentof training. 0% 0% 25% 13% 12% 25% 12% 13% 0%

Crime prevention. 0% 0% 25% 0% 12% 0% 0% 13% 25% 0%

Quality of Equipment And Facilities

Vehicles 0% 0% 0% 0% 0% 25% 25% 12% 13% 25%
VehicleRadios

0% 0% 12% 0% 13% 0% 25% 12% 25%
‘

13%
Handheld radios

0% 25% 0% 0% 0% 25% 38% 0% 12%, 0%
Officer personal
equipment 0% 0% 12% 0% 13% 13% 25% 0%

‘

25% 13%

Town ofActon
BennettAssociates
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ACTON FIRE DEPARTMENT

STATION AND APPARATUSASSIGNMENTS

STATION ONE STATION TWO STATIONTHREE

RESCUE33 ENGINE 26 ENGINE 24,

ENG1NE 22 LADDER 28 ENGINE21R

ENGINE 23R BRUSH 25 SPECIAL HAZARDS 29

FIRE ALARM TRUCK CAR31- DEPUTY CHIEF

CAR30- 5111FfCOMMANDER

CAR 1- FIRE CHIEF

RESCUEBOAT RAILER

PERSONNEL PERSONNEL PERSONNEL

LIEUTENANT FIRE FIGHTER CHIEF

FIRE FIGHtER FIREFIGHTER DEPUTYCHIEF

FIRE FIGHTER CAPTAIN

FIRE FIGHTER FIRE FIGHTER

FIRE FIGHTER

FIRE FIGHTER*

*ASSIGNEDTOCOMMUNICATIONSDESK



ACTON FIRE DEPARTMENT
STATION AN]) APPARATUS ASSIGNMENTS

(TWO STATIONS)

STATION ONE STATION TWO

RESCUE33 ENGINE 24
ENGINE 22 BRUSH 25
ENGINE 26 SPECIAL HAZARDS 29
LADDER 28 ENGINE 21R
RESCUEBOAT/TRAILER FIREALARM TRUCK
ENGINE 23R
CAR30-SHIFTCOMMANDER
CAR 31-DEPUTY FIRE CHIEF
CAR 1- FIRE CHIEF

PERSONNEL ‘ PERSONNEL

FIRE CHIEF LIEUTENANT
DEPUTY FIRE CHIEF FIRE FIGHitR
CAPTAIN FIRE FIGHTER
FIREFIGifIER FIREFIGHIER
FIRE FIGHTER
FIRE FIGHTER
FIRE FIGHTER
FIRE FIGLUER



)

ACTON FIRE DEPARTMENT
CURRENT DEPLOYMENT METHODOLOGY

(THREE STATIONS)

ledical Emergency: Rescue33(2) Engine Co. (2) Shift Commander (1) Staff(S)

LescueIncidents: Rescue 33 (2) Engine Co. (2) SpecialHazards(2) Shift Commander (1) Staff (7)

azMat Incident: Rescue33(2) Engine Co. (2) SpecialHazards (2) Shift Commander(1) Staff (7)

tructureFire: EngineCo. (2) Engine Co. (2) Ladder Co. (2) Shift Commander (1) Staff(9)

Rescue33 (2)

Fire: EngineCo. (2) Engine Co. (2) Shift Commander (1) Staff(S)

rush Fire EngineCo. (2) Brush (25) Shift Commander (1) Staff(S)
VaterIlce.Rescue: Rescue33 (2) Engine Co. (2) SpecialHazards (2) Shift Commander (1) Staff (7)

structure fire requires:two (2) engines,One (1) Ladder, anda Command Officerasa first responsefor
total compliment ofthirteen (13) personnel.


